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ABSTRACT

Effective leadership is essential for the achievement of organisational success in
the long term.  Leadership is the central ingredient necessary for progress as well
as for the development and survival of organisations, especially in a changing
environment such as South Africa. 

In this study an evaluation of various leadership models was conducted and a
model of factors promoting effective leadership has been developed and
proposed.  This model was then tested amongst managers in the Private
Hospitals of Afrox Healthcare in the Port Elizabeth area.  The following procedure
was followed:

Firstly, a literature study was undertaken to identify the various leadership
approaches.  Attention was mainly focused on the most recent or advanced
approaches to leadership.

Secondly, based on the most recent approaches to leadership, a model of factors
promoting effective leadership has been developed and proposed.  The key
elements identified for effective leadership are contained in this model.

Thirdly, an empirical study was conducted to test the proposed model of
leadership.
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 Lastly, the results of the empirical study were evaluated, conclusions were
drawn and recommendations made, based on the information obtained from both
the literature study and the empirical study.

The model of factors of effective leadership that has been developed is a
combination of :
• Leader Behaviours, which includes the elements of vision, communication,
planning and empowerment;
• Follower Behaviours, consisting of identification with the leader and the
leader’s vision, commitment, motivation and goal pursuit, as well as trust; and
• Organisational Environmental factors, including organisational configuration,
organisational structure and organisational culture.

It is argued that when the factors contained in the model achieve synergy,
leadership will be effective, leading to enhanced organisational performance and
success.
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CHAPTER ONE
INTRODUCTION:  PROBLEM STATEMENT, DEFINITION OF CONCEPTS,
AND METHOD OF STUDY


1.1.  INTRODUCTION
Mullins (1993:229) states that there are many ways of looking at leadership and
many interpretations of its meaning.  He continues that leadership might be
interpreted in terms of “getting others to follow or getting people to do things
willingly,” or interpreted more specifically as “the one of authority in decision
making”.  Leadership may be exercised as an attribute of position or because of
personal knowledge or wisdom.

Tosi, Rizzo and Carrol (1994:505) suggest that leaders may be limited in their
impact on organisational outcomes because of:

• Strong forces that limit the types of behaviour and characteristics of people in
managerial and leadership roles;
• Other members’ norms and expectations; and
• External environmental forces that influence organisational outcomes.
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Newstrom and Davis (1993:222) state that leadership is made up of a
combination of behaviours, roles and skills, which form different leadership
styles.  This leads to the formulation of the following question, which also
represents the main problem of this study:

WHAT LEADERSHIP APPROACH(ES) SHOULD BE USED BY MANAGERS IN
THE PRIVATE HOSPITALS OF AFROX HEALTHCARE TO ACHIEVE
ORGANISATIONAL SUCCESS?

An analysis of the main problem allows identification of the following sub-
problems:
SUB-PROBLEM 1: 
What leadership approaches does the literature reveal that will assist
managers in effectively achieving organisational success?

SUB-PROBLEM 2:
What leadership approaches are used by managers in the private hospitals
of Afrox Healthcare in the Port Elizabeth area to assist them in achieving
organisational success?

SUB-PROBLEM 3:
How can the results of sub-problems 1 and 2 be integrated in a model for
effective leadership for Afrox Healthcare’s Private Hospitals.
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1.2.  DELIMITATION OF THE RESEARCH
Delimitation of the research serves the purpose of making the research
manageable.  The exclusion of certain topics or groups does not imply that there
is no need for research in those areas.

1.2.1.  Organisations to be Surveyed
The empirical component of this study was limited to those private hospitals
belonging to the Afrox Healthcare Group in the Port Elizabeth area.  The
empirical study was conducted by means of a questionnaire survey.

This delimitation means that any conclusions drawn from this study can therefore
not be seen as true for any other hospitals than those private hospitals owned by
Afrox Healthcare in the Port Elizabeth area.

1.2.2.  Management Level
Figure 1.1 below provides an organogram illustration of the Afrox Healthcare
reporting structure.  From this figure it can be seen that the Private Hospitals of
Afrox Healthcare in South Africa operate in a corporate environment, and
management levels can be approached in terms of:
• The overall corporate structure with the Chief Executive Officer at the top of
the structure; or
• Individual hospital levels with a Hospital Manager at the top of the structure.
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Figure 1.1:  An organogram illustration of Afrox Healthcare’s reporting
                    structure.



Source:  Researcher

This study was directed at top and middle management at the individual hospital
level.  All other levels of management were excluded.  Top management at the
individual hospital level consists of the Hospital Manager, as indicated by L1, and
Middle Management, indicated by L2 and L3.  The Hospital Manager (L1),
together with the L2 managers, form the Senior Hospital Executive Committee for
each individual hospital belonging to the group. 


AFROX HEALTHCARE REPORTING STRUCTURE
LEVEL 1
LEVEL 2
LEVEL 3
  LEVEL 4
HOSPITALS & CLINICS
REGIONAL MANAGERS
SERVICES FINANCES FOREIGN
BUSINESS
WARD MATRONS UNIT MANAGERS
NURSING MANAGER PHARMACY MANAGER ADMIN MANAGER SERVICES MANAGER
HOSPITAL MANAGER
H1 H2 H3
R1 R2 R3 R4 R5
HOSPITALS
MD
AFROX HEALTHCARE
MD
AFROX GASES
CEO
AFROX
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1.3.  DEFINITION OF SELECTED CONCEPTS
For the purpose of this study the following meanings are associated with the
concepts used in this study:

1.3.1.  Leadership
Leadership can be defined as the process of influencing and supporting others to
act toward the achievement of organisational goals.  (Hellriegel and Slocum,
1996:445; Invancevich and Matteson, 1996:412;  Newstrom and Davis,
1993:222; Robbins, 1998:347).

According to Heimann (1976:19) leadership is a relationship between the leader
and the group members in which the leader directs, controls, and supervises
members to achieve the goals of the group, and this achievement is satisfying to
both the leader and the group.

1.3.2.  Effective leadership
A definition of effective leadership can be derived from the above-mentioned
concept of leadership.  If leadership is aimed at the achievement of goals, then
effective leadership implies that the process of leadership must result in the
achievement of those goals.
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1.3.3.  Management
Management can be described as the process through which resources are
employed in such a way that the goals of an organisation are accomplished.  The
essence of management encompasses the process of planning, organising,
staffing, directing, leading and controlling people to accomplish results.
(Beach, 1975:5;  Cronje, Du Toit, Mol, and Van Reenen, 1997:92;
Jewell,1993:28)

1.3.4.  Middle Management
Middle management refers to supervisory and executive personnel who process
and communicate information and orders from top management.  They help to
solve major problems experienced by lower level supervisors, operate within the
policies and programmes set by higher management, and evaluate performance
results against established criteria.  Middle management is responsible for a
certain organisational area and is primarily responsible for executing policies,
plans and strategies set by top management.  They are responsible for medium
and long-term planning and organising within their functional areas and for
control over their management activities. 
(Beach, 1975:176;  Cronje et al, 1997:94).

1.3.5.  Top Management
Ivancevich and Matteson (1996:58) state that a small group of managers
constitutes the top management of an organisation.  Top management is
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responsible for the performance of the entire organisation through the middle
managers.  Unlike other managers, the top manager is accountable to the
owners of the resources used by the organisation.

1.3.6.  Private Hospital Industry
Although no formal definition exists for this concept, the definition used by Mullins
(1999:95) to describe private enterprise organisations should be suitable for
defining the Private Hospital Industry.  According to this definition, private
enterprise organisations are owned and financed by individuals, partners or
shareholders in a joint stock company and are accountable for their owners or
members.  They vary widely in nature and size, and the type and scope of goods
and services provided.  The main aim is of commercial nature such as profit,
return on capital employed, market standing or sales level.  The Private Hospital
Industry can thus be described as an industry providing health care to self-funded
people/ customers without any State assistance.  Private hospitals are financially
independent and profit-orientated organisations.

1.3.7.  Model
Emory and Cooper (1991: 63-64) define a model as a representation of a system
which is constructed for the purpose of studying some aspect of that system or
the system as a whole.  Smith and Dainty (1991:92) believe that models form an
important part of the research process to represent cause, effect and other
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relationships.  A model basically refers to a dynamic framework or scheme that
helps portray the key concept, propositions, etc of the theory.

1.4. ASSUMPTIONS
It is assumed that sufficient information will be available on leadership styles to
allow meaningful conclusions to be drawn and recommendations made in order
to develop a model of leadership.   

1.5. SIGNIFICANCE OF THE RESEARCH
Van der Merwe (1998: 24-42) states that during the 1970s and 1980s the South
African Government embarked on a definite strategy to encourage privatisation in
health care.  This resulted in a growth in the Private Health Sector, most notably
in the Private Hospital Industry.  Over the same period, government expenditure
on health care did not match demand, resulting in a decline in the quality of
services in the public sector and a flow of both staff and patients to the private
sector.  Today the private system has become an integral and essential part of
the health care delivery system. 

With the Public Health system deteriorating, the Private Hospital sector is
growing and getting stronger.  Statistics indicate a massive growth in the Private
Hospital Industry from 1983 onwards.  It is believed that the trend of patients
flowing to the private sector cannot be reversed without a massive influx of
money into the public sector. 
 30
Luthans (1992:268) mentions that throughout history it has been recognised that
the difference between success and failure can be attributed largely to leadership
and that effective leadership is essential for the achievement of organisational
success.  Thus effective leadership is essential to ensure growth and the
successful achievement of goals in the Private Hospital Industry in the Port
Elizabeth area.

This study aims to identify and evaluate different leadership approaches and to
give relevant information pertaining to leadership in Afrox Healthcare’s Private
Hospital Industry in South Africa.  The study can play an important role in
identifying possible deficiencies which may exist.  The conclusion drawn and
recommendations made may be meaningful to leaders in the industry.  Any
possible improvement in leadership resulting from the study may contribute
towards greater organisational performance, growth and success.  The study can
also provide the basis for further research.

1.6. OBJECTIVES OF THE RESEARCH
The overall purpose of the study is to determine what approach(es) should be
used by managers in the Private Hospitals of Afrox Healthcare to ensure effective
leadership.  To achieve this objective a theoretical model of factors that promote
effective leadership was developed, using relevant literature in which various
leadership approaches are described.  This model can be used to advise
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managers in Afrox Healthcare on how to implement the most appropriate strategy
to ensure effective leadership.

1.7. RESEARCH METHODOLOGY
In order to promote the logical solution of the stated sub-problems, the following
broad procedure was followed in this study:
• A literature study was conducted to identify the various approaches to
leadership, as well as the organisational environment;
• A leadership model was developed based on organisational environmental
factors and the most advanced approaches to leadership;
• A questionnaire was constructed to test the leadership model;
• Empirical data was obtained by means of a questionnaire-survey to establish
the applicability of the proposed model;   
• The results of the survey were analysed;
• The empirical results were integrated with the literature findings; and
• A conclusion was drawn and recommendations made.

1.7.  STRUCTURE OF THE STUDY
What follows is a broad overview of this study, which consists of seven chapters.
• Chapter 1 involves the problem statement and definition of concepts. 
• Chapter 2 provides an overview of various leadership approaches. 
• Chapter 3 involves a discussion of factors influencing leadership
effectiveness. 
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• Based on the information presented in Chapters 2 and 3, a general model
      for leadership has been developed in Chapter 4, followed by a discussion  
      thereof.
• Chapter 5 covers the gathering and analysis of empirical information.
• Chapter 6 discusses the results of the empirical study. 
• In Chapter 7 conclusions are drawn and recommendations made.
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CHAPTER 2
POSSIBLE APPROACHES TO LEADERSHIP

2.1. INTRODUCTION
The literature identifies four categories of leadership theories:
• Trait theories of leadership;
• Behavioural theories of leadership;
• Situational theories of leadership; and
• The most recent approaches to leadership.
(Hellriegel and Slocum, 1996:450-470;  Ivancevich and Matteson, 1996:414-465;
Mullins, 1999:259-283;  Kreitner, Kinicki and Buelens, 1999:475-489; 
Robbins 1998:347-377).

For the purpose of this study only the most recent theories of leadership will be
discussed in this chapter.

2.2.  THE MOST RECENT APPROACHES TO LEADERSHIP

In this section the most recent approaches to leadership will be discussed with
emphasis on the following theories of leadership:
• Attribution theory of leadership;
• Visionary leadership;
• Charismatic leadership;
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• Transactional versus Transformational leadership.
• Lastly a leadership model designed by Thompson and Flanagan will be
discussed.

2.2.1.  ATTRIBUTION THEORY OF LEADERSHIP

Attribution involves a process by which people interpret the perceived causes of
behaviour.  Behaviour is determined by a combination of perceived internal
forces and external forces.  Internal forces relate to personal attributes such as
ability and skill, and external forces on the other hand relate to environmental
factors such as organisational rules and policies. 

Behaviour at work may be explained by the locus of control, that is whether the
individual perceives outcomes as controlled by themselves or by external factors.
Employees with an internal control are more likely to believe that they can
influence their level of performance through their own abilities, skills or efforts.
Employees with an external control are more likely to believe that their level of
performance is determined by external factors beyond their influence.
Judgements made about other people will also be influenced strongly by whether
the cause is seen as internal or external.  Studies appear to support the idea that
staff with an internal control orientation are generally more satisfied with their
jobs and are more likely to be in managerial positions.  These individuals are
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more comfortable with a participatory style of management than staff with an
external control orientation. 
The attribution theory of leadership suggests that a leader’s understanding and
ability to predict how people will react to events around them is enhanced by
knowing what their causal explanations to those events are.  The theory attempts
to explain why behaviours occur and can offer predictions about a leader’s
response to a follower’s behaviour.  Most causes of subordinate behaviours are
not directly observable and, therefore, to determine causes requires reliance on
perception. 

The attributional approach starts with the position where the leader is essentially
an information processor who searches for informational cues which explain why
things are happening.  From these cues, the leader attempts to construct causal
explanations that guide his or her leadership behaviour.  The process can be
explained in simple terms as:
follower behaviour    leader attributions    leader behaviour.

The primary attributional task of the leader is to categorise the causes of sub-
ordinate behaviour into three source dimensions:  person, entity, context.  The
leader seeks three types of information when making attributions about a
follower’s behaviour: 
• Distinctiveness - determining how distinctive the behaviour is to a task or
situation;
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• Consistency - determining the consistency or frequency of the behaviour; and

• Consensus -  estimating the extent to which other followers behave in the  
      same way.

It is believed that behaviour is attributed to internal forces or personal factors
when they perceive low distinctiveness, low consensus and high consistency.
Behaviour is attributed to external forces or environmental factors when people
perceive high distinctiveness, high consensus and low consistency.
(Gibson, 1998:405-406;  Mullins, 1993:145;  Mullins, 1999:394-395).

2.3.2.   VISIONARY LEADERSHIP
Visionary leadership involves the ability to create and articulate a realistic,
credible, attractive vision of the future for an organisation or organisational unit
that is better than the present. Vision energises people to act in order to bring
about change and this change leads to the achievement of success and
excellence. 

The key properties of a vision are that it should offer inspirational possibilities that
are value-centered and realizable and that it should be communicated with
superior imagery and articulation.  Visions should be able to create possibilities
that are inspirational, unique and offer a new order that can produce
organisational distinction.  A vision is likely to fail if it does not offer a view of the
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future that is clearly and demonstrably better for the organisation and its
members.  Desirable visions also fit the times and circumstances and reflect the
uniqueness of the organisation.  People in the organisation must also believe that
the vision is attainable.  The vision should be perceived as challenging yet
achievable.  Visions that have clear articulation and powerful imagery are more
easily grasped and accepted.  Effective visionary leaders appear to have three
qualities:
• The ability to clearly explain the vision to others in terms of required actions
and aims through clear oral and written communication;
• The leader must be visible, available for employees and communicate the
vision persistently, consistently and enthusiastically;
• The ability to extend the vision meaningfully in different leadership situations.    
     This is the ability to sequence activities so that the vision can be applied in a
     variety of situations.
(Booyens, 1993:422-424;  Robbins, 1998:375-376).

2.3.3.  CHARISMATIC LEADERSHIP
The term “charisma” is often used to describe people who are admired because
of their characteristics and implies that the strength of a person’s charisma is an
indication of his or her referent power.  Referent power is the result of an
individual’s personal expertise or style and, thus, grounded in the person
themself.  Individuals who take on heroic qualities possess charisma, and those
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leaders with charisma, are able to motivate followers to achieve outstanding
performance. 

It has been found that followers of charismatic leaders identify with the leader
and the mission of the leader.  In addition, they exhibit extreme loyalty to and
confidence in the leader, emulate the leader’s values and behaviour and derive
self-esteem from their relationship with the leader.  It has also been found that
because of the effect that charismatic leaders have on their followers, followers
will produce performance beyond expectations together with strong commitment
to the leader and his / her mission.

Charismatic leadership transforms employees to pursue organisational goals
over self-interests.  There is an increasing body of research that shows
impressive correlations between charismatic leadership and high performance
and satisfaction among followers.  People working for charismatic leaders are
motivated to exert extra work effort and, because they like their leader, express
greater satisfaction.  Charismatic leaders have the capacity to motivate people to
do more than what is normally expected of them and to motivate subordinates to
transcend their expected performance.  These leaders create an atmosphere of
change and have an emotional impact on subordinates.

The theory of charismatic leadership is believed to be an extension of the
attribution theory of leadership, because it states that followers make attributions
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of heroic or extraordinary leadership abilities when they observe certain
behaviours.  Studies on charismatic leadership have, for the most part, been
directed at identifying key characteristics that differentiate charismatic leaders
from non-charismatic ones:
• Self-confidence - having complete confidence in their judgement and ability;
• Vision - this is an idealised goal that proposes a future better than the status
quo.  The greater the disparity between this idealised goal and the status quo,
the more likely that followers will attribute extraordinary vision to the leader;
• Ability to articulate the vision - they are able to clarify and state the vision in
terms that are understandable to others.  This articulation demonstrates an
    understanding of the followers’ needs and, hence, acts as a motivating force;
• Strong convictions about the vision - charismatic leaders are perceived as
being strongly committed and willing to take on high personal risk, incur high
costs and engage in self-sacrifice to achieve their vision;
• Behaviour that is out of the ordinary - behaviour that is perceived as being
novel, unconventional and counter to norms.  When successful, these
behaviours evoke surprise and admiration in followers;
• Perceived as being a change agent - charismatic leaders are perceived as
     agents of radical change rather than as caretakers of the status quo;
• Environmental sensitivity - these leaders make realistic assessments of the
environmental constraints and resources needed to bring about change.
(Ivancevich and Matteson, 1996:365,458;  Kreitner et al , 1999:487-489;
Luthans, 1992:283-284;  Robbins, 1998:371-372;  Smit and Cronje, 1997:296).
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Conger, as quoted by Sellers (1998: http://www.fortune.com), adds the following
characteristics possessed by charismatic leaders:
• Have remarkable ability to distill complex ideas into simple message by using
symbols, analogies, metaphors, and stories;
• Romanticize risk;
• Defying the status quo; and
• Able to see things from another person’s perspective.

Curkendall (1997: http://instruct.unc.edu; 6080/wcb/schools/5/4601/dbender/
hpa7301972/forums/f.../69.htm) classifies charismatic leaders into five groups:
• The socialised charismatic leader restrains the use of power in order to benefit
others;
• The personalised charismatic leader serves his / her own interest;
• The Office Holder leader has “office-holder” charisma in that he / she is  
     placed in a key position, not because of personal character;
• The personal  charismatic leader exerts influence no matter what status
     position they are in, but rather because of having the right traits, behaviours,
     and characteristics;
• The divine charismatic leader is “endowed with the gift of divine grace”.  In
other words, they are seen as a “saviour” who can lead through crises.

Ivancevich and Matteson (1996:461) state that most discussions of charismatic
leadership highlight the term “vision” and that the first requirement for exercising
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charismatic leadership is expressing a shared vision of what the future could be.
Through communication ability, the visionary, charismatic leader links followers’
needs and goals to job or organisational goals.

Kreitner et al (1999:488) present a model of how charismatic leadership
transforms followers by creating changes in their goals, values, needs, beliefs
and aspirations (see Figure 2.1).
Figure 2.1:  A CHARISMATIC MODEL OF LEADERSHIP
LEADER BEHAVIOUR EFFECTS ON FOLLOWER MOTIVATIONAL PERSONAL
SELF CONCEPTS MECHANISMS OUTCOMES

* Leader establishes               * Follower motivation               * Increased intrinsic          * Personal
   a vision       achievement orientation,                value of effort                   commitment  to
                                                and goal pursuit    and goals                          leader &  vision
* Leader establishes              * Follower identification                 * Increased effort             * Self- sacrificial 
   high performance      with both the leader                        performance                 behaviour
   expectations and      and the collective                           expectancies 
   displays confidence              interests of organisational               *  Organisational       
    in him/herself and                members                commitment 
    the collective ability 
    to realise the vision                  * Task           
                                                                                                                                               meaningfulness      
                                                 and satisfaction
* Leader models the       * Follower self-esteem               * Increased value of       * Increased
  desired values, traits,              and self-efficacy    goal               performance
  beliefs, and behaviours                    accomplishment
  needed to realise the
  vision
Source:  Kreitner et al (1999:488)
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According to this model, charismatic leaders first engage in three key sets of
leader behaviour, which, if done effectively, positively affect followers’ self-
concepts.  A positive self-concept, in turn, propels employee motivation towards
a host of personal outcomes such as personal commitment to the leader and the
vision, self-sacrificial behaviour, organisational commitment, task
meaningfulness and satisfaction, intrinsic motivation and increased performance. 

The first set of charismatic leader behaviours involves establishing a common
vision of the future.  The second set of leader behaviours involves two key
components:
• Charismatic leaders set high performance expectations and standards
because they know challenging, attainable goals lead to greater productivity;
• Charismatic leaders need to publicly express confidence in the followers’
ability to meet high performance expectations.  This is essential because
employees are more likely to pursue difficult goals when they believe they can
accomplish what is being asked of them.

The third set of leader behaviours involves being a role model.  Through their
actions, charismatic leaders model the desired values, traits, beliefs, and
behaviours needed to realise the vision.
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Figure 2.1 shows that charismatic leadership affects three aspects of a follower’s
self-concept:
• It enhances follower motivation, achievement motivation and goal pursuit;
• It increases the extent to which followers identify with the leader’s values,
goals and aspirations and with the collective interests of all employees;
• Follower self-esteem and self-efficacy are heightened by charismatic leaders.
In contrast, destructive charismatic leadership negatively affects followers’ self-
concepts.

Figure 2.1 further shows that charismatic leadership positively affects employee
motivation by:
• Increasing the intrinsic value of an employee’s effort and goals.  Leaders do
this by emphasising the symbolic value of effort; that is, charismatic leaders
convey the message that effort reflects important organisational values and
collective interests.  Followers come to learn that their level of effort
represents a moral statement;
• Charismatic leadership increases employees’ efforts and performance
expectancies by positively contributing to followers’ self-esteem and self-
efficacy;
• Leaders increase the intrinsic value of goal accomplishment by explaining the
organisation’s vision and goals in terms of the personal values they represent.
This helps employees to personally connect with the organisation’s vision.
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Charismatic leaders further increase the meaningfulness of actions aimed toward
goal accomplishment by showing how goals move the organisation towards its
positive vision, which then gives followers a sense of  “growth and development,”
both of which are important contributors to a positive
self-concept.

2.3.4.  TRANSACTIONAL VS TRANSFORMATIONAL LEADERSHIP
Transactional leaders guide or motivate their followers in the direction of
established goals by clarifying role and task requirements. Transactional
leadership is based on legitimate authority within the bureaucratic structure of the
organisation.  The emphasis is on the clarification of goals and objectives, work
tasks and outcomes, as well as organisational rewards and punishments. 

Transactional leadership appeals to the self-interest of followers.  It is based on a
relationship of mutual dependence and an exchange process of:  “I will give you
this, if you do that”.  In transactional leadership, the leader and subordinate are
viewed as bargaining agents, negotiating to maximise their own position.
Transactional leadership is characteristic of stable, ongoing situations and this
approach only lasts as long as the needs of both leader and follower are satisfied
by the continuing exchange process.  It is consequently not a relationship that
binds the leader and follower together in a mutual and continuing pursuit of
higher purpose.
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There are several important assumptions underlying the transactional view of
leadership:
• Human behaviour is goal-directed and individuals will act rationally to achieve
those goals;
• Behaviours that pay off will persist over time, while those that do not pay off  
     will not persist;
• Norms of reciprocity govern the exchange relationship.

The style of the transactional leader is to:
• Use contingent rewards for good performance and accomplishment;
• Manage by exception - act when anticipating deviation from performance
    standards and take corrective action when standards are not met;
• Acts in a laissez-faire manner, which is a hands-off approach, thus abdicating
   and avoiding responsibility.

Figure 2.2 presents a diagrammatic explanation of transactional leadership.  The
leader helps followers identify what needs to be done in order to accomplish the
desired results.  The leader takes into consideration the follower’s self-concept
and esteem needs.  In using the transactional style, the leader relies on
contingent rewards and on management by exception.
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Figure 2.2:  Transactional Leadership

















Source:  Ivancevich and Matteson (1996:464)

Transformational leadership deals with the leader’s effects on the followers’
values, self-esteem, trust as well as their confidence in the leader and motivation
to perform above and beyond the call of duty.  The transformational leader’s
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influence is based on the leader’s ability to inspire and raise the consciousness of
the followers by appealing to their higher ideals and values.  Transformational
leadership can be described in simple terms as leading by motivating. 

Transformational leaders motivate followers to work for transcendental goals
instead of short-term self-interest, and for achievement and self-actualisation
instead of security.  In transformational leadership, the employee’s reward is
internal.  By expressing a vision, the transformational leader persuades followers
to work hard to achieve the goals envisioned.  The leader’s vision provides the
follower with motivation for hard work that is self-rewarding (internal).

Transformational leaders, in contrast to transactional leaders, make major
changes in the firm’s or unit’s mission, in the way of doing business and in
human resource management in order to achieve their vision.  These leaders will
overhaul the entire philosophy, system and culture of an organisation.  The result
of transformational leadership is a relationship of mutual stimulation and
elevation that converts followers into leaders and may convert leaders into moral
agents.

In the organisational sense, transformational leadership is about transforming the
performance or fortunes of a business, and this kind of leadership is comprised of
four basic transformational factors:
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• Charisma of the leader - inspirational motivation which provides meaning and
    challenge to the work of the followers;
• Intellectual stimulation - leaders who provide new and novel approaches for  
    the performance of work and creative problem solving;
• Individualised consideration - leaders who listen and pay special attention to
    the growth and developmental needs of individual employees;
• Inspirational motivation - the behaviour of the leader which provides meaning
and challenge to the work of the followers.

Charisma can be regarded as probably the most general and most important
component of the larger concept of transformational leadership.  Research found
that subordinates were proud to be associated with charismatic leaders and
trusted such leaders’ capacity to overcome any obstacle. Charismatic leaders
served as symbols of success and accomplishment for their followers.  However,
charisma by itself is not enough for successful transformational leadership.  In
addition to charisma, transformational leaders need assessment skills,
communication abilities and a sensitivity to others.  They must be able to
articulate their vision and they must be sensitive to the skill deficiencies of
followers.  Transformational leaders are similar to charismatic leaders, but are
distinguished by their special ability to bring about innovation and change.
Transformational leaders emerge to take an organisation through major strategic
change.  They have the ability to make necessary and successful changes in the
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organisation’s mission, structure and human resource management.
Transformational leadership therefore is most appropriate in dynamic situations.

Transformational leadership offers a vision of what could be and gives a sense of
purpose and meaning to those who would share that vision.  It builds
commitment, enthusiasm and excitement.  It creates a hope in the future and a
belief that the world is knowable, understandable and manageable.  The
collective action that transforming leadership generates, empowers those who
participate in the process.  There is hope, there is optimism, and there is energy.
In essence, transforming leadership is a leadership that facilitates the redefinition
of a people’s mission and vision, the restructuring of their systems for goal
accomplishment.

In order to achieve follower performance beyond the ordinary limits, leadership
must be transformational.  Followers’ attitudes, beliefs, motives and confidence
need to be transformed from a lower to a higher plane of arousal and maturity.
Lower-order changes, such as experienced in more stable conditions, can be
handled adequately by a transactional relationship.  Higher-order changes,
however, call for an accelerated increase in effort and/or a change in the rate in
which a group’s speed and accuracy are improving, and may involve large
changes in attitudes, beliefs, values and needs. These are the changes which
lead to “quantum leaps in performance”, new paradigms and new contexual
frameworks.  The old models of transactional leadership do not suffice here,
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“the higher order of change calls for something distinguishable from such an
exchange relationship - transformational leadership”.

Yukl (1994) as quoted by Mullins (1999:281) provides a set of guidelines for
becoming a transformational leader:
• Develop a sense of vision of what the organisation could accomplish or
become that is both clear and highly appealing to followers;
• Make clear the link between the vision and the strategies for attaining it;
• Articulate the vision clearly and promote it to others using colourful and
    emotive language;
• Demonstrate confidence, conviction and optimism about the vision;
• Express confidence in followers’ capacity to carry out the strategy for
     accomplishing the vision;
• Build confidence by recognising early success and small accomplishments
toward the goal;
• Take highly visible, dramatic action to symbolise key organisational values;
• Set an example in exemplary behaviour - actions speak louder than words;
• Create, modify or eliminate culture forms.

Figure 2.3 illustrates that transformational leaders exhibit 3 behaviours:
• A vision that binds people together is regarded as one of the most important
characteristics of transformational leaders.  Transformational leaders must
also have a plan for attaining that vision.
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•   Framing involves a process whereby leaders define the group’s purpose in  
      highly meaningful terms.  To make members of an organisation aware of
      environmental changes, transformational leaders often frame their vision by
      giving employees a new purpose for working.
•  Impression Management involves an attempt to control the impressions that
     others form about the leader through behaviours that make the leader more
     attractive and appealing to others.  Impression management often is a natural
     and sincere expression that reveals to followers an alignment between the
     vision and the person. 
(Brown and Sheppard,1996:http://www.stemnet.nf.ca/-bsheppar/append2b.html;
Brown and Sheppard, 1996:http://www.stemnet.nf.ca/-bsheppar/unit5b.html;
Brown and Sheppard, 1996:http://www.stemnet.nf.ca/-bsheppar/ append2d.html;
Hellriegel, Jackson, and Slocum, 1999: 521-521-523; Ivancevich and Matteson,
1996:462-464;  Mullins, 1999:280;  Robbins, 1998:374; Smit and Cronje,
1997:295;  Tosi et al, 1994:512-513).
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Figure 2.3:   Transformational Leadership














Source:  Hellriegel and Slocum (1999:521)


2.3.5.  FLANAGAN AND THOMPSON’S MODEL OF LEADERSHIP
Flanagan and Thompson (1993), as cited by Gerber, Nel and Van Dyk
(1998:282), maintain that a leadership approach which combines both the
transactional and transformational leadership styles should be used in an
environment such as South Africa where change is occurring.  Research,
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according to them, has indicated that the same leader can display both these
behaviours in varying degrees and intensities, and do so in a complementary
way.  Flanagan and Thompson reason that by following a pure transformational
leadership style, the emphasis is exclusively on the creative component of  this
approach to leadership.  A pure transactional leadership approach, on the other
hand, only lasts as long as the needs of both leader and follower are satisfied by
the continuing exchange process.

Figure 2.4:  MODEL OF MANAGERIAL LEADERSHIP - THE MACRO
FACTORS




                                    






Source:  (Gerber et al,  1998:284)
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Flanagan and Thompson developed a model of managerial leadership which has
been tested with numerous managers and in various settings around the world.
The model, as presented by Figure 2.4, encompasses three basic macro-factors:
transactional management, transformational leadership and, thirdly, situational
sensitivity.

Figure 2.5:  MODEL OF MANAGERIAL LEADERSHIP – THE COMPONENTS










Source:   Gerber et al (1998:284)

Flanagan and Thompson’s model of leadership serves as a tool to managers to
diagnose their organisational situation and then decide on the right combination
of transformational and transactional leadership required.  It is important to
realise that the precise mix will vary from one organisation to the next and also
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from one set of circumstances to another.  From the three basic macro-factors
(transformation, transaction and the situation) Flanagan and Thompson derived a
range of components, as illustrated by Figure 2.5.  In order to be successful,
managers need to acquire these underlying capabilities and exercise them
holistically.  If their actions and behaviour are in harmony with the demands and
expectations of the situation, they are believed to be successful.

Each of the components in this leadership model builds progressively on the
other.  For example, a vision must first be created, and once that has been done,
specific goals and objectives must be decided and agreed upon to achieve the
vision.  To make their work meaningful the vision, goals and objectives must be
communicated clearly and effectively to employees.  Hard facts and information
will also be required to set further individual objectives against which
performance can be measured.  Employees who find meaning in what they do,
can be inspired to greater efforts.  The process would be accompanied by the
empowerment of employees.  The delegation of authority enables employees to
stir things up, be innovative and to take risks by exploring new ways of managing
new situations that will provide opportunities to adapt to change.  The proper
functioning of organisations also requires bargaining to take place between
different parties in order to smooth out issues and ensure action.  Such
agreements will ensure that the organisation functions in a steady environment.   
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In order for this process to be a success all activities mentioned must be in
harmony with the company’s environment.  However, such harmony is contingent
upon the situation.  Three variables identified in the situation factor are:  the
person, the job and the organisation.  Knowledge of the expectations of the
different groups in the organisation can assist managers in making choices.
They need to know which priorities require attention and must select the most
appropriate behaviours.  It is important to note that each job in each situation will
require a blend of transformational and transactional skills and attributes.

The attribute or skill of situational sensitivity seems to be the key factor in the
model in ensuring a congruence between expectations and behaviour.  If
managers lack this key factor of situational sensitivity, no matter what the range
of their other skills, they are not likely to be able to identify correctly what is
expected of them and will not be able to behave congruently.  In other words,
they will not be able to use their other skills in a useful and effective way. 

Flanagan and Thompson, as quoted by Gerber et al (1998:285), maintain that the
key is to achieve the correct balance between transactional management and
transformational leadership in relation to the context, nature and purpose of the
leadership role.  However, this depends on the ability to read the situation
accurately and holistically.  The blend of transformational and transactional skills
must result in behaviour which is in harmony with the situational demands (see
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Figure 2.6).  This congruent behaviour is the output of the total process, the
ultimate outcome being enhanced organisational performance.

Figure 2.6:  MODEL OF MANAGERIAL LEADERSHIP – CONGRUENT   
                    BEHAVIOUR
















Source:   Gerber et al (1998:285)
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2.4.  CONCLUSION
In recent times a number of advanced theories have emerged to supplement
and, in some cases, help understand the various processes of leadership.  In
Chapter 2 attention is focused on the attribution, visionary, charismatic,
transactional and transformational approaches to leadership.

The attribution theory of leadership suggests that a leader’s ability to predict how
followers will react is enhanced by knowing how followers explain their behaviour
and performance.  Leaders attribute followers’ behaviours to the person, the task,
or a unique set of circumstances called the context.  Charismatic leaders get
extraordinary commitment and performance from followers.  They motivate
employees to pursue organisational goals above their self-interests.  Visionary
leadership involves the ability to create and anticipate a vision of the future of an
organisation that is realistic, credible, attractive and better than the present.
Transactional leadership focuses on the interpersonal transactions between
managers and employees.  It involves engaging in an exchange role in which the
leader helps followers accomplish meaningful objectives in order to achieve
satisfactory rewards.  Transformational leaders are characterised by charisma,
inspiration as well as intellectual and individualised stimulation.  They are
future-orientated and are concerned with change and with the empowerment of
others. Finally, a model designed by Flanagan and Thompson (1993), has been
discussed.  According to this model in a country such as South Africa where
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change is occurring a leadership approach which combines both the
transactional and transformational leadership styles should be followed.

In Chapter 3 factors impacting on organisational effectiveness will be discussed
with specific reference to organisational operations such as configurations,
structures and culture.
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CHAPTER THREE
FACTORS IMPACTING ON ORGANISATIONAL EFFECTIVENESS

3.1.  INTRODUCTION
In this chapter organisational operations that impact on organisational
effectiveness will be addressed with particular attention to organisational
configurations, organisational structures, organisational culture and the
phenomenon of team leadership.

3.2. ORGANISATIONAL OPERATIONS
According to Mullins (1999:101) and Callahan, Fleenor, and Knudson (1986:312-
313) all organisations exist within complex and dynamic environments and the
functioning of an organisation is strongly influenced by the environment in which
it exists.  An organisation’s environment can be subdivided into its external
environment, and its direct environment. 

The external environment is considered to affect all organisations similarly within
a given society.  The performance and effectiveness of an organisation will be
dependent upon the successful management of the opportunities, challenges and
risks presented by changes in the external environment.  One popular technique
for analysing the external or general environment is the PEST analysis;  that is,
the Political, Economic, Socio-cultural and Technological influences.  The direct
or specific environment of an organisation, on the other hand, is the sum of
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forces directly relevant to the particular organisation and is different for each
organisation.  The specific environment of an organisation is influenced by
factors such as the structure of the organisation, its configuration, and culture.
These factors influencing an organisation’s direct environment will be discussed
in detail in this section.

The operations of Afrox Healthcare are contained in an operating model which
provides a framework for how things are done in the organisation, including the
clarification of company values and expectations of management and staff.  Afrox
Healthcare’s Operating Model clearly sets out these values, expectations, roles
and responsibilities so that everyone has a common point of reference.  It seeks
to provide a positive environment that is progressive, growing and developing
with many opportunities for meaningful and exciting work.  For a discussion of
this model, see Annexure A attached.

3.2.1.  Organisational Configurations
The literature identifies seven types of organisational configurations:  the
entrepreneurial, machine, diversified, innovative, missionary, political and
professional organisation.  Hospitals are classified as professional organisations
and, for the purpose of this study, only this category will be discussed.

The professional organisation relies on the standardisation of skills rather than of
work processes or outputs for its co-ordination.  It relies on trained professionals,
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people who are highly specialised but with considerable control over their work,
as in hospitals and universities, in order to do its operating tasks. All rely on the
skills and knowledge of their operating professionals to function;  all produce
standardised products or services.  By doing this, these organisations surrender
a good deal of power, not only to the professionals themselves, but also to the
associations and institutions that select and train them in the first place.  The
main standardisation occurs as a result of training that takes place outside the
organisation.  Because the professionals work so independently, the size of the
operating units can be very large and few first line managers are needed.  The
support staff is typically very large too, in order to back up the professionals.
From the above discussion it is clear that hospitals, and also those investigated
by this study, can be classified as professional organisations.
(Mintzberg, Quinn, and Ghoshal, 1998:346-353).

3.2.2.  Organisational Structures
Mullins (1999:520) states that the purpose of having an organisational structure
is the division of work among the members of the organisation and the  co-
ordination of the activities so that they are directed towards the goals and
objectives of the organisation.  Structure defines tasks and responsibilities, work
roles and relationships as well as channels of communication.  The structure of
an organisation affects productivity and economic efficiency as well as the morale
and job satisfaction of the workforce.  Structure is important for any organisation,
whatever its size.  Smaller organisations are likely to have fewer problems of
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structure.  The distribution of tasks, the definition of responsibility and authority
and the relationship between members of the organisation can be established on
a personal and informal basis.  With increasing size, however, there is a greater
need for a formal structure. 

The literature identifies three main forms of organisational structures
(Callahan et al 1986:319-322;  Rowe, Mason, Dickel, Mann, and Mockler,
1994:484-489;  Mullins 1999:525-544;  Wagner and Hollenbeck 1995:499-510):

• Functional or Centralised Organisational Structure 
   This structure is characterised by the grouping of activities by specialisation. 
   The major advantage of a functional organisation is that of specialisation. 
    Employees can focus upon a limited number of specialised activities and thus
    become more proficient at those activities.  On the other hand, functional
    specialisation can lead to co-ordination problems, communication difficulty,
    over-specialisation and creativity problems.  It also places a great deal of
    responsibility on the person at the top of the structure. 

• Divisional or Decentralised Organisational Structure. 
    With this structure each division manager is typically in charg of a specific
    product.  An alternative form of divisional structure is based on geographic
    areas, with a division manager for each region.  The advantages of a
    divisional structure include shared responsibility and authority, rapid response
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    to changing environmental and market conditions and it allows  direct
    measurement of product or geographic performance.  The principal
    disadvantages are that a duplication of effort often results, a large staff is
    needed and divisions may become too independent.
• Matrix Structure
    The matrix organisation is a combination of functional departments which
    provide a stable base for specialised activities.  It also serves as a permanent   
    location for members of staff and units that integrate various activities of
    different functional departments on a project team, product, programme,
    geographical or sytems basis.  The employee in the matrix is likely to report to
    a functional manager as well as the matrix/ product manager.  Matrix
    organisations establish a grid, or matrix, with a two-way flow of authority and
    responsibility.  Within the functional departments authority and responsibility
    flow vertically down the line, but the authority and responsibility of the project
    manager flow horizontally accross the organisation structure.

    Matrix organisation offers the advantages of flexibility, greater security and
    control of project information and opportunities for staff development. 
    Disadvantages of the structure are that problems may develop from dual
    command and multiple responsibilities.  In addition authority relationships are
    constantly changing, problems of organisational continuity and conflict of
    authority may arise, and it is difficult to reward adequately individuals who
    perform well.
 65
3.2.3.  Organisational Culture and Values
Organisational culture can be described as the totality of experience, climate,
personality and atmosphere possessed by the firm.  It is the glue that holds
organisations together.  It encompasses the traditions, beliefs, values,
assumptions, expectations and attitudes of an organisation that distinguish it from
other organisations and infuse a certain life into its structure.
(Smith, Arnold, and Bizzell, 1985:161;  Mintzberg et al, 1998:331;  Mullins,
1999:121;  Rowe et al, 1994:472).

Munro-Faure and Munro-Faure (1996:9-18) maintain that the success of an
organisation depends largely on the existence of a “Culture of Success”, where
everyone is committed to the success of the business.  Successfull businesses
are customer focused.  They understand what people want and they deliver.
They anticipate and meet customer requirements and organise themselves so
that they operate profitably.  They are also employee focused and recruit people
with the drive, determination, ability and commitment to deliver at a profit, even if
it gets tough.  They attract and retain the best people by making work
challenging, rewarding and fun.  They concentrate on the training and
development of employees and empower them to do their jobs properly. 
Successful businesses have a unique atmosphere that permeates the entire
organisation.  Their goals and the means to achieve them are understood and
supported by all employees.  These features define a culture of success. They
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are the result of a strong leadership team and a commitment on the part of
everyone to contribute to the success of the organisation. 

Munro-Faure and Munro-Faure (1996:35) further state that, in order to perform,
employees need to work within a stable and consistent set of values.  It is the
responsibility of the leadership team to create the framework for the cultural
values within the organisation.  Important attributes include:
• Integrity, which requires a commitment of truthfulness and the ability to stand
up for one’s beliefs;
• Fairness.  An open mind and an honest, fair appraisal of people, performance
    and events encourages people to be open and honest in their dealings with
    each other. 
• Honesty, which involves straight dealing between team members.  Without  
    honesty, trust does not exist, and without trust there is no commitment and no  
    basis for teamworking.
• Responsibility.  People must understand that they have a job to do and the
    necessary resources must be given to them to get on with their jobs to the    
    best of their ability. 
• Respect for creativity, risk-taking and accepting challenges.
• A clear sense of priorities.  Outstanding performance requires a clear sense   
    of direction throughout an organisation with everyone focused on the same
    goal.  
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McKinsey & Co, as quoted by Smith et al (1985:161), suggest that the culture of
an organisation is a function of seven variables:
• Staff - the kind of people a firm has;
• Style - how managers and employees conduct themselves;
• Skills - what a firm knows how to do;
• Systems - the patterns of communication inside as well as outside the firm;           
• Structure - the firm’s organisational design;
• Shared values - superordinate goals or the corporate culture; and
• Strategy-plans.
The key idea is that when there is a fit among these seven variables,
organisational strategies are more easily implemented and corporate objectives
more readily accomplished. 

Rowe et al (1994:473) maintain that an organisation’s values and orientations
combine to bring about a particular cultural environment.  The various
combinations of organisational values and orientations produce four types of
cultural environments within which organisations function.  Organisational values
range from performance in a controlled system to achievement in an open
system.  The organisation’s orientation can be technical, and hence
differentiated, or social, with high levels of integration and co-ordination.  These
particular cultural environments include:
• A quality culture where there is a strong technical orientation and the
achievement of individuals is valued;
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• A creative culture where the achievement of individuals is valued and there is
    a more social focus;
• A productive culture where organisational values and norms stress  
    performance and the there is a technical orientation; and
• A supportive or co-operative culture where organisational values and
    norms stress performance, with a focus on interpersonal competency.

The four cultures have different characteristics.  The productive culture
concentrates on efficiency and consistency, whereas the quality culture focuses
on the growth of employees within the organisation through effective planning
and problem solving.  In practice, the productivity-orientated organisation tends to
employ many rigid procedures and rules, whereas the quality-oriented
organisation is more flexible in its approaches.  The creative culture tends to be
innovative and entrepreneurial, inclined toward risk-taking.  Change is most
easily made in this type of culture.  The supportive culture produces an
environment characterised by teamwork, co-operation and reinforcement.

3.2.4.  Team- Leadership
It has been recognised that organisational success and improved performance
require a Success Culture where everyone is committed to the success of the
business.  However, central to this Success Culture, is team leadership that has
been identified as playing a powerful role in achieving that success.  Team
leadership differs from the traditional role of the formal leader.  Here the leader’s
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role is more of a facilitator and coach, with the leader often becoming an involved
participant.  The formal leadership role is, on occasions, either not present as the
group becomes self-directing, or the role shifts to other members because of their
particular skills or insights.  It is, however, important for the leader of the team to
model deep personal commitment to the team task and the achievement of
exceptional outputs.

Key requirements critical for successful team leadership were identified:
• A clear vision of the future supported by the entire decision-making group;
• Strategic goals to focus activity and effort.  The team must have a clear
     understanding of their purpose and the goals they intend to accomplish;
• Extensive networking.  To make good decisions, teams must have access to
     critical information from both inside as well as outside the organisation;
• Collaborative relationships.  To co-operate in achieving team goals, team
     members must be able to develop positive, supportive relationships .  The
     most important factors in building collaborative relationships appear to be  
     trust, respect, and successful conflict management;
• Effective information processing.  To make good decisions, teams must
     effectively process the information received through networking.  Decision-
     making is a complex task, requiring clear objectives, expression of different
     viewpoints, encouragement of new ideas and consideration of important
     information;
•  Focused actions.  To accomplish results, a team must make the transition  
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     from discussion to action.  Critical factors in this process include defining  
     specific results, developing an action plan, moving forward in a timely  
     manner, including all appropriate people in the planning process and
     following up to ensure that plans are carried out;
• Other factors identified were constant communication, total commitment and
     dedication, accepting accountability, motivation, inspiration and role
     modelling. 
(Zenger, Musselwhite, Hurson and Perrin, 1994:154-170;  McIntyre,1998:13-17;
Warner, 2000:52-53). 

3.3. CONCLUSION
In this chapter organisational operations influencing organisational effectiveness
have been discussed with particular reference to organisational structures and
configurations, organisational culture and team leadership.  Based on the
discussions in Chapters 2 and 3, an integrated model of factors promoting
effective leadership will be developed in Chapter 4, followed by a discussion
thereof.
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CHAPTER 4
DEVELOPMENT OF AN INTEGRATED MODEL FOR
EFFECTIVE LEADERSHIP

4.1. INTRODUCTION
In this chapter a model of factors that promote effective leadership will be
developed.  The development of this model is based on the discussions in
Chapters 2 and 3.  It is argued that when the factors contained in this model
achieve synergy, leadership will be effective, leading to enhanced organisational
performance and success. The factors included in the model are: 
leader behaviours, follower behaviours and the organisational environment.

4.2. FACTORS PROMOTING LEADERSHIP EFFECTIVENESS
In this section the factors contained in this model will be discussed under the
headings of leader behaviours, follower behaviours and organisational
environment.

4.2.1.  LEADER BEHAVIOURS
Essential leader behaviours identified include:  vision, communication, planning
and empowerment.  These behaviours will be discussed in the section below.
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Figure 4.1.:  A General Model of Leadership to promote organisational  
                    success and performance for Afrox Healthcare.



















Source:  Developed from literature study
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4.2.1.1.  Vision
The core job of a leader is the creation and articulation of a realistic, credible,
attractive and inspirational vision of the future for the organisation.  This vision
must serve as a focus point and it should inspire followers to contribute towards
the achievement of that vision.   

4.2.1.2.  Communication
The leader must communicate the vision to followers through inspirational
speeches, written messages, appeals to shared values and, above all, through
role modelling and personally acting in a way that is consistent with the vision.  If
employees find meaning in what they do, they will be inspired to greater efforts. 

Ivancevich and Matteson (1996: 488) describe communication as the glue        
that holds organisations together.  It assists members to accomplish both
individual and organisational goals, implement and respond to organisational
change, co-ordinate organisational activities and engage in virtually all
organisationally relevant behaviours.    Callahan et al (1986:387) maintain that
communication skills are critical for managerial success. 

Communication is effective when it results in the action intended by the
sender.  This means that the receivers must have access to the message, be
receptive to it, have the ability to comprehend it and be motivated to react in the
desired way.  A number of factors have been identified that can affect the
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success of communication, such as the form of communication used,
individual differences of receivers, characteristics of the organisation and
episodic characteristics of a particular message, such as complexity and the
use of feedback.  Dealing with such matters before communication takes
place, might itself have a positive impact on communication effectiveness. 

Several things can be done to make communications more effective and to
improve understanding in organisations.  Individuals can learn how to be
more persuasive, organisations can be restructured, the architecture can be
designed to facilitate interaction and upward communication channels may
be opened so that those at lower levels can communicate their ideas to those
at upper levels.  The process would be accompanied by the empowerment of
employees.  Through empowerment the leader demonstrates confidence in
followers’ capability to carry out tasks and responsibilities, and their
meaningful contribution towards organisational goals, objectives and
success. The leader must support followers in the process and set an
example as role model at all times. 

To improve communication, managers must strive not only to be understood,
but also to understand.  Ivancevich and Matteson(1996:503-505) point out  
specific techniques to improve communication:
Following up to determine whether the receiver actually received the
intended meaning of a message.
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Regulating information flow in order to ensure an optimum flow of
Information, thereby eliminating the barrier of “communication overload”.
Utilising feedback to provide a channel for receiver response that enables
 the communicator to determine whether the message has been received
and has produced the intended response.
Empathy, which involves being receiver-oriented rather than communicator-
      oriented.  Empathy requires communicators to place themselves in the shoes
      of the receiver in order to anticipate how the message is likely to be   
      decoded.
Repetition in order to ensure that if one part of the message is not
understood, other parts will carry the same message.
Encouraging mutual trust to ensure that following up on each
 communication is less critical and that no loss in understanding will result   
 among subordinates from a failure to follow-up on each communication.
Effective timing for making major announcements can facilitate
 communication.
Messages must be encoded in words, appeals and symbols that are
meaningful to the receiver.  Complex language has been found to be a
      major barrier to effective communication.
Effective listening with understanding.
Using the grapevine as an important channel of communication.  It serves
as a bypassing mechanism and in many cases it is faster than the formal
system it bypasses.
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Cross-cultural communication can be improved by showing respect
 verbally and non-verbally, by being non-judgmental, avoiding ethnocentric
 conclusions, showing empathy and striving for accuracy.

4.2.1.3.  Planning
Thirdly, the leader must develop a plan of action for achieving the vision.
Ivancevich and Matteson (1996:442) state that leadership is a very demanding
activity, and that leaders who have traits like drive, desire to lead, self-
confidence, honesty and integrity, cognitive ability and industry knowledge, have
a considerable advantage over those lacking these traits.  Without drive it is
unlikely that individuals would be able to gain the expertise required to lead an
organisation effectively.  Without the desire to lead, individuals are not motivated
to persuade others to work toward a common goal.  Self-confidence is needed to
withstand setbacks, persevere through hard times and lead others in new
directions.  Confidence gives effective leaders the ability to make hard decisions
and to stand by them.  A leader’s honesty and integrity form the foundation on
which the leader gains followers’ trust and confidence.  At least a moderate
degree of cognitive ability is needed to gain and understand technical issues, as
well as the nature of the industry.  Cognitive ability permits leaders to accurately
analyse situations and make effective decisions.  Finally, knowledge of the
business is needed in order to develop suitable strategic visions and business
plans.
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Central to the planning process are a mission and the setting of goals and
objectives.  Planning includes defining the ends to be achieved and determining
appropriate means to achieve the defined ends.  Organisations serve specific
purposes and functions.  These purposes and functions are the missions of
organisations.  Missions are criteria for assessing the long-run effectiveness of
an organisation.  Effective managers state the mission of their organisation in
terms of those conditions that, if realised, ensure the organisation’s survival.
Mission statements are broad, abstract and value-laden.

Future states or conditions that contribute to the fulfillment of the organisation’s
mission are referred to as goals.  A goal is relatively more concrete and specific
than a mission.  Goals express relatively intermediate criteria of effectiveness.
They can also be stated in terms of production, efficiency and satisfaction.

Derived from goals are objectives, which are relatively specific and measurable
and short-run.  Each goal can be the basis for determining organisational
effectiveness in the short-run.  The development of a coherent set of missions,
goals and objectives defines the scope and direction of the Organisation’s
activities.  Planning involves specifying, not only where the organisation is going,
but also how it is to get there.  Alternatives must be analysed and evaluated
according to criteria based on the mission, goals and objectives.
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4.2.1.4.  Empowerment
Lastly, empowerment of employees is an important leader behaviour.  Important
aspects of the empowering process include the following:  introducing
participative management structures;  removing discriminatory laws;  and
discarding habits, customs, and “unwritten rules” that discriminates on the
grounds of race, gender, position in the organisational power hierarchy, or any
other quality over which the individual has not control, are all important aspects of
the empowerment process.  It is the subjective side, how people feel about
themselves, their self-image, the self-limiting beliefs, that holds them back from
achievements which are the most fundamentally important.  This subjective
aspect must be vigorously addressed in any meaningful empowerment process
and is of crucial importance to both the organisation and the individual. 

Empowerment is about encouraging and trusting people to step outside the    
limits of narrowly defined tasks.  It is about supporting staff through coaching and
mentoring rather than critisising and punishing them.  Above all, it is about
developing an organisation in which the human relations culture is such that
people are inspired rather than driven and, where the intrinsic motivation for
delivering superior performance is reinforced by management communication
styles and where meeting the organisation’s needs is the individual’s pleasure
rather than his or her duty.
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To be empowered thus means to have power, to know that you have power,   
and to enjoy using that power within defined but generously broad limits.  Being
in this state is an important component of the individual’s mental health and
general well-being and happiness.  It releases the individual’s energies to flow
into the achievement of the organisation’s goals.

It is clear that empowerment stems from an awareness of the customer’s
measure of quality and a strong desire to satisfy that.  It means wanting to meet
customers’ expectations rather than just own personal objectives.  Customer
focus changes the way empowered employees approach their work.  They
become more involved in all aspects of how the customer is served and  do not
just concentrate on their slice of the work.

In order for employees to be empowered the following are needed:
Skills necessary to do the job.
Objective measures of individuals’ ability to do the work.
The tools necessary for the job.
Employees must have a good understanding of customer requirements.
Employees must know and understand the effect that their performance on
the satisfaction of customer requirements.
Employees must have the delegated authority and responsibility to take
      corrective action within their jobs if it is necessary to do so in order to meet
      customer requirements.
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4.2.2.  FOLLOWER BEHAVIOURS
Follower behavioural aspects involve:  identification with leader and vision,
motivation and goal pursuit, commitment and trust.  These factors will be
discussed in the section below.

4.2.2.1.  Identification with Leader and the Leader’s Vision
Followers must identify with the leader, the leader’s vision, organisational goals
and objectives.  They must believe that these factors are attainable.  If followers
find meaning in what they do, they can be inspired and motivated to greater
efforts and towards pursuing of organisational goals and objectives.  Followers
who identify with the leader, the vision, goals and objectives usually exhibit
extreme loyalty, confidence and commitment to the leader and the organisation.

4.2.2.2.  Motivation and Goal Pursuit
Motivation is when people carry out tasks because they enjoy them.  This is
influenced by the personal characteristics of an individual and by the various
conditions that exist in the organisation.

Motivation plays a central role in shaping behaviour and influencing work
performance in organisations.  A manager’s real challenge is not so much
increasing motivation per se, but of creating an environment wherein employee
motivation is channeled in the right direction at an appropriate level of intensity
and continues over time.
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It is suggested that managers take an active role in employee motivation, and the
following specific conclusions are offered:
• Managers can influence the motivation state of employees.  If performance
needs to be  improved, then managers must intervene and help create an
atmosphere that encourages, supports and sustains improvement.
• Managers should be sensitive to variations in employees’ needs, abilities and
     goals.  Managers must also consider differences in preferences for rewards.
• Continual monitoring of needs, abilities, goals and preferences of employees is
each individual manager’s responsibility.
• Managers need to work on providing employees with jobs that offer task  
     challenge, diversity and a variety of opportunities for need satisfaction.

In simple terms, managers need to be actively involved.  If motivation is to be
energised, sustained and directed, managers must know about needs, intentions,
preferences, goals and comparisons, and they must act on that knowledge.
Failure to do so will result in many missed opportunities to help motivate
employees in a positive manner. 
(Ivancevich and Matteson, 1996:156-177)

4.2.2.3.  Commitment
Followers must be committed to the leader, the vision, organisational goals,
mission and objectives.  The extent of employee commitment has a major
influence on the level of work performance.  Commitment entails such things as
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using time constructively, attention to detail, making that extra effort, accepting
change, co-operation with others, self-development, respecting trust, pride in
abilities, seeking improvements and giving loyal support.

Employee commitment makes a real difference.  Committed employees perform
at peak levels, and take pride in personal accomplishments and organisational
success.  This approach translates into numbers in terms of customer retention,
high productivity, high customer satisfaction levels and increased sales.  Not only
does the performance of the organisation improve, but it also becomes a better
place to work.  The absence of commitment can reduce organisational
effectiveness wheras people who are committed are less likely to quit and accept
other jobs. 

Commitment is encouraged by:
• Acknowledgment and genuine appreciation for jobs well done,
• The organisation taking time to celebrate its major efforts and successes,
• Giving employees an opportunity, after a large project, to pause, get a sense
of closure and enjoy their accomplishment, and
• Team members are involved in team goals and objectives, and get involved in
the planning stages.
(Ivancevich and Matteson, 1996:218; Mullins, 1999:812-815;  Katz, 1999:50-51).
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4.2.2.4.  Trust
Central to followers’ identification with the leader and the leader’s vision, lies
trust.  People do not identify with a leader or give loyalty and commitment to
someone whom they cannot trust.  It is, however, not only a case of the leader
being trusted by followers, the leader must also trust the followers to perform to
expected standards.  The more the leader puts trust in followers and believes
that they will reach high standards, the more they are developed and the better
they will perform.  The reverse is also true.  The leader who is trusted will find it
easier to facilitate change, to motivate employees to follow managerial directions,
and to elicit dedication and commitment from staff.

According to Booyens (1993:424), the following aspects are of importance in
building trust and credibiltiy:
• The leader must exhibit knowledge;
• A leader must understand and be able to describe the real world in order to
be credible.   The hard and unpopular facts of a situation must not be avoided
and difficulties must be discussed openly;
• Leaders who are willing to admit mistakes and weaknesses and who also
show trust in subordinates will generally find that subordinates will confide
their own errors and weaknesses to them because they know that the leader
will still respect them even if their performance is short of perfection;
• The leader will have to spend a good deal of time with employees and must
be visible.  Involvement with employees is demonstrated by listening to
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employees, interpreting their body language and by being sympathetic to and
responding to the troubles of subordinates, whether their troubles are of a
personal or professional nature;
• When communicating with empoyees, the leader engenders trust by being
honest and open about organisational problems and the performance of
employees.  Information which is in the interest of employees is not withheld,
but personal secrets and harmful information are not divulged;
• When the leader wants to establish credibiltiy, it is essential that actions are
planned carefully, that implications of actions are anticipated, that people
likely to be affected by plans are consulted in advance and their input utilised,
and that plans do not get changed once they are communicated;
• The goals which the leader wants followers to achieve must be achievable.  If
the goals prove to be unachievable the leader will have difficulty in getting
employees to take them seriously when a new set of goals are being put
forward.  Managers who continuously redefine goals will not establish
credibility;
• The trustworthy leader treats people with respect, courtesy, care and concern.
This type of leader tries to remember people’s names and applies tact in
dealings with employees;
• Leaders who can be trusted are consistent in their behaviour and keep
promises.  They can be trusted to remember dates.  They do not treat serious
situations lightly or with inappropriate humour.  Although consistent in
behavour, the trustworthy leader is flexible and learns from experience;
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• Trustworthy leaders are seen as congruent in vision, word and deed.  They
are reliable and consistently clarify the values that they wish their followers to
follow;
• Lastly, trustworthy leaders are mature, wise, autonomous, competent, goal-
directed, emphatic and have a solid sense of ethics.

4.2.3. THE ENVIRONMENT OF THE ORGANISATION
The organisational environment will be discussed in terms of organisational
culture, configurations and structure.

4.2.3.1. Organisational Culture
To achieve organisational performance and success the organisation requires a
Culture of Success.  Central to this success culture is team leadership.  Team
leadership differs from the traditional role of the formal leader.  Here, the role of
the leader is more of a facilitator and coach, with the leader often becoming an
involved team member and participant.  It is, however, important for the leader of
the team to be committed to the team task and the achievement of outputs.

The key requirements of a success culture, include the establishment of a clear
vision of the future;  setting of clear and specific goals and objectives;
establishing extensive networks;  collaborative relationships;  effective
information processing;  constant communication;  total commitment and
dedication;  motivation and role modeling.
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In order to perform, employees need to work within a stable and consistent set of
values.  It is the responsibility of the leadership team to create the framework for
the cultural values within the organisation.  Important cultural values include
integrity, fairness, honesty, responsibility and a clear sense of  priorities. 

4.2.3.2.  Organisational Structures and Configurations
Other environmental factors affecting leadership efficiency are the structure and
configuration of the organisation which define tasks and responsibilities, work
roles and relationships as well as the channels of communication. An
organisation’s structure provides its framework and makes the application of the
management process possible.  It affects productivity and economic efficiency as
well as the morale and job satisfaction of the workforce, and ultimately
organisational performance and success.

From the literature study, three major kinds of organisational stuctures have been
identified:
• Functional structures which are adopted by organisations that are larger than 
the 50 or so members than can be co-ordinated by means of a simple
differentiated structure, yet not so large that they do business in several
different locations or serve widely varying clientelle.
• Divisional structures.  As organisations enjoy success, new products and/ or   
    services are typically added in an attempt to improve customer service and to
    attract new clients.  The addition of products or services and resulting growth
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    tends to exacerbate the problem of co-ordination among functions, as well as  
    within functions.  The typical response is to reorganise to a divisional  
    structure and the most common structure is by product or service. 
• Matrix structures.  With the growth in newer, complex and technologically
    advanced systems it has become necessary for organisations to adapt
    traditional structures in order to provide greater integration of a wide range of
    functional activities.  Due to this, attention has been given to the creation of
    matrix organisations.  The matrix organisation is a combination of functional
    departments which provide a stable base for specialised activities and a
    permanent location for members of staff as well as units that integrate various 
    activities of different functional departments on a project team, product,
    programme, geographical or systems basis. 

   The matrix organisation establishes a grid or matrix, with a two-way flow of 
   authority and responsibility.  Within the functional departments authority and
   responsibility flow vertically down the line, but the authority and responsibility   
   of the project manager flow horizontally across the organisation structure. 

  Some of the more important advantages associated with the matrix design  
  include:
• Efficient use of resources.  Matrix organisation facilitates the utilisation of
highly specialised staff and equipment.  Each project or product unit can share
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the specialised resource with other units, rather than duplicating it to provide
independent coverage for each.
• Flexibility in conditions of change and uncertainty.  Timely response to
    change requires information and communication channels that efficiently get
    necessary information to the right people at the right time.  Matrix structures
    encourage constant interaction among project unit and functional department
    members. Information is channeled vertically and horizontally as people
    exhange technical knowledge.  The result is quicker response to competitive
    conditions, technological breakthroughs and other environmental conditions.
• Technical excellence.  Technical specialists interact with other specialists  
     while assigned to a project.  Such interaction encourages cross-fertilisation of
     ideas.  Specialists also maintain ongoing contact with members of their own
     discipline because they are also members of a functional department.
• Freeing top management for long-range planning.  Matrix organisation makes
it possible for top management to delegate ongoing decision making, thus
     providing more time for long-range planning.
•  Improving motivation and commitment.  Project and product groups are
     comprised of individuals with specialised knowledge and they are  
     responsible for specific aspects of the work on the basis of their expertise. 
     Consequently, decision making within the groups tends to be more 
     participative and democratic than in hierarchical settings.  The opportunity to
     participate in key decisions fosters high levels of motivation and commitment,
     particularly for individuals with acknowledged professional orientations.
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•  Providing opportunities for personal development.  Members of matrix
     organisations have many opportunities to develop their skills and knowledge. 
     They are placed in groups of individuals representing diverse parts of the
     organisation.  They therefore have opportunities to learn from other  
     specialties.
(Callahan et al, 1986: 319-322;  Gibson et al, 1988: 518-521;  Mullins, 1999:520-
548;  Wagner and Hollenbeck, 1995:502-507).

4.3. CONCLUSION
In this chapter an integrated model of factors that promote effective leadership
has been developed and the factors contained in this model have been
discussed.  In Chapter 5 the methodology of the empirical study will be
discussed.








.
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CHAPTER 5
METHODOLOGY OF THE EMPIRICAL STUDY

5.1.  INTRODUCTION

The main problem of this study addressed the question of what leadership
approach(es) should be used by managers in the private hospitals of Afrox
Healthcare in South Africa in order to achieve organisational success. 

A literature study has been conducted to establish the answer to the first sub-
problem:  What leadership approaches does the literature reveal that will assist
managers in effectively achieving organisational success?  Based on the
literature study, a model for effective leadership has been developed.  The
empirical study will address the second sub-problem:  What leadership
approaches are used by managers in the private hospitals of Afrox Healthcare in
the Port Elizabeth area to assist them in achieving organisational success?  To
test this, it is necessary to gather critical information about the current situation
and then test it against the theoretical information already obtained.

This chapter describes the survey method used by the researcher and the
theoretical basis for conducting the empirical research.  It also describes the
construction of a questionnaire, bias in research design, the survey population,
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how questionnaires were administered, as well as the statistical treatment of the
data.
5.2.  RESEARCH METHODOLOGY

Leedy (1993:139) maintains that the nature of the data determines the research
methodology.  Research methodologies can be classified into quantitative or
qualitative research.  The qualitative research methodology is most appropriate if
the data is verbal, whereas if data is numerical, the quantitative methodology is
most appropriate.  Leedy (1993:122) subdivides qualitative research into
descriptive and historical survey methods, and quantitative research into
analytical and experimental survey methods.  Each of these methods will be
discussed below.

5.2.1.  The descriptive survey study
The descriptive survey study, according to Leedy (1993:185), involves the
processing of data that has been obtained through observation.  The researcher
studies phenomena that take place at a specific moment and then describes
precisely what has been observed.  This survey method implies the assumption
that whatever is observed at any one time is normal and, if the same conditions
apply, could be observed again in the future.  The researcher thus assumes that
given phenomena usually follow a common pattern or norm.
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5.2.2.  The historical study
Leedy (1993:223) states that this method involves accurate research and
interpretation of historical events.  Welman and Kruger (1999:186) argue that
historical researchers have to locate existing sources, which may consist of
documents, official statistics and relics in which information from the past has
been preserved.  The researcher does not interfere or intervene with the events
in any way and does not observe them directly, but describes, analyses and
interprets those which have already taken place. 

5.2.3.  The analytical research method
The analytical method, according to Leedy (1993:243), relies largely upon
statistical investigation of data.  It represents data in numerical values. 

5.2.4.  The experimental method
Leedy (1993:295) states that the purpose of experimental research is to
determine the influence of certain factors in a given situation.  The experimental
study attempts to control the entire research situation, except for certain imput
variables.  All changes that take place are associated with the variables under
investigation.

5.3.  The Applicable Survey Method
The aim of this study is to evaluate and interpret leadership approaches in the
Private Hospital Industry of Afrox Healthcare.  It requires accurate collection and
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documentation of data from which an interpretation can be made about the
leadership that is provided to followers.

The descriptive survey method, discussed above, makes provision for the
collection, documentation and interpretation of data.  This is therefore seen as
the most appropriate research method for this study.

The literature distinguishes between three methods of collecting data:
standardised, structured and unstructured methods.  The standardised and
unstructured methods are specialised techniques requiring considerable
experience to administer.  Structured data collection methods are not as
specialised and can be used by most researchers.  Structured data collection
instruments available are:  personal face-to-face interviews, telephone interviews
and self-administered questionnaires by means of mail surveys, group
completion of questionnaires and individual distribution.

For the purpose of this study the individual distribution and collection of
questionnaires have been used as the method of collecting research data.  It is a
convenient, low cost technique for administering questionnaires and the number
of questionnaires which are collected is usually high.  The following advantages
apply to the method employed:
• Respondents perceive the method to be more anonymous than other
methods.
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• Respondents are given enough time to think about questions and to complete
     questionnaires.
• Since the questionnaire is the only means of communication between the
     researcher and the respondent, the stimulus provided to each respondent is
     identical in all cases.
•  Information can be speedily obtained from many respondents.
•  Bias of an interviewer is absent.
•  Minimal staff are involved.

Disadvantages include:
• It is not possible for respondents to qualify their answers or to discuss their 
answers with the researcher.
• Generally there is a negative attitude towards questionnaires and
     consequently many are not completed.
• Researchers have no control over how respondents complete questionnaires.
• Non-response rate.
(Emory and Cooper, 1991:318-340;  Hussey and Hussey, 1997:151-164;
Singleton, Stoker, Dixon, Herbst, and Geldenhuys, 1989:14-37).

5.4.  THE QUESTIONNAIRE
Leedy (1993:187) contends that the questionnaire is a commonplace instrument
for observing data beyond the reach of the observer.  However, because of the
impersonality associated with the questionnaire, several important factors must
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be considered when using it as a tool in survey research.  These factors will be
discussed below.

5.4.1.  Question construction
Factors to be considered when constructing questions involve:  question content,
format, wording and order.

5.4.1.1.  Question content
Question content varies according to the type of information the question is
designed to collect.  Schnetler, Stoker, Dixon, Herbst, and Geldenhuys (1989:45)
identify three types of questions:
• Factual questions used to obtain biographical data about respondents.
• Questions concerning opinions and attitudes.  Opinion questions attempt to
     establish the respondents’ thoughts and feelings on a specific subject at a
     specific time, while questions on attitudes attempt to determine the integrated
     attitude-system underlying a particular opinion.
•  Questions concerning behaviour which can be described in terms of
      five dimensions:  whether the behaviour is present or not;  character of
      the behaviour;  how often it occurs;  its importance;  and the extent of the
      behaviour on termination. 

The content of questions in this study has been determined in terms of the main
requisites for successful leadership as identified in the model which has been
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developed and illustrated by Figure 4.1 in Chapter 4.  The questions were tested
by means of a pilot study.

5.4.1.2.  Question format
In survey research, two basic question formats are used, namely, open and
closed questions.  A closed question format is appropriate for questions designed
to test the presence or absence of a particular behaviour.  Open format
questions, on the other hand, are used for questions designed to test opinions
and extent of knowledge.  Open-ended questions enable respondents to state
their case freely.

Closed format questions were used throughout the questionnaire.  These
questions are easy to administer as well as more economical and less time-
consuming to administer.  Respondents may, however, become frustrated with
closed format questions as they may be forced into a choice which they in reality
would not make.  The questionnaires were divided into two parts.  Section A was
made up of biographical questions, whereas Section B was made up of closed
questions requiring respondents to record the degree to which they concurred
with certain statements. 
(Emory and Cooper, 1991:366;  Schnetler et al, 1989:47-50).
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5.4.1.3.  Question wording
Schnetler et al (1989: 57-65) maintain that certain basic principles must be
adhered to when selecting the wording of questions:
• Questions should be formulated in specific terms and it is therefore necessary
for the researcher to be familiar with the personal world of the respondent.
• The language competence of respondents should be considered.
•  Ambigious, hypothetical and vague questions should be avoided.
•  Leading and loaded questions that lead the respondent in the direction of a
     specific answer should not be used.
• The use of personal or impersonal questions should be guided by the purpose
     of the investigation, the nature of the information desired and the
     characteristics of the population.

The principles mentioned above were followed when drawing up the
questionnaires.

5.4.1.4.  Question order
Emory and Cooper (1991:370) state that the needs of the respondent should
determine question order.  Some of the principles that should be adhered to
when considering the needs of the respondents are:
• Questions should inspire interest and motivate the respondent to complete the
questionnaire.
• Early questions should not be perceived to be threatening by the respondent.
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• Questioning should start with simple and general items and progress to more
     complex and specific items.
• Changes in the topic being addressed should be minimal and should be   
     pointed out to the respondent at an early point.

These guidelines were considered and applied during compilation of the
questionnaires.

5.4.2.  The pilot study
A pilot study, according to Emory and Cooper (1991:382), is used to identify any
problems in the measuring instrument before the actual data collection
commences.  Schnetler et al (1989:87) state that once the draft questionnaire
has been pre-tested it may be necessary to refine it.  The pilot study consists of
two steps:
• Informal testing.  The draft questionnaire is examined by persons familiar with
the field of study or who are familiar with the principles of questionnaire
construction.  Any necessary refinements are made to the draft questionnaire.
• Formal testing.  The revised draft questionnaire is tested on a small sample
    that is representative of the target population.  The questionnaire is further
    refined if the respondents or the researcher highlight problems with the
    compilation or the completion of the questionnaire.
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After the draft questionnaires were compiled by the researcher, they were refined
by performing a pilot study.  The aim of the pilot study was to identify problems
with the construction of the questionnaires, to correct these problems and
thereby limit the effect of any ensuing bias.  The pilot study consisted of the
following steps:
• Informal Testing:  The draft questionnaires were examined by three people
who offered constructive criticism on the design of the questionnaire.  One of
the critics was a professor in the field of strategic management and the other
two were lecturers at the Department of Business Management at the Port
Elizabeth Technikon.  Following this feedback, the necessary adjustments
were made to the questionnaires.
• Formal Testing:  The revised draft questionnaires were formally tested on
three top-level managers of Afrox Healthcare.  This population closely
represents the population to be used in the empirical study.  They reported
that the questions and instructions in the questionnaires were clear and easily
understandable.  The results of the pilot study were not included in the survey
results.

5.4.3.  Covering and Follow-up Letters
Leedy (1993:190) stresses the importance of the covering letter that
accompanies the questionnaire.  The researcher needs the co-operation of
others and hence the covering letter should be courteous and persuasive.  The
 100
respondent should be offered the results of the study in return for his/her trouble
to complete the questionnaire. 
The purpose of a covering letter is:
• To explain to respondents the purpose of the questionnaire.
• To assure respondents that the information supplied by them is confidential
     and that it would be impossible to identify them individually.
• To provide respondents with the closing date for returning completed
     questionnaires.
• To offer respondents the results of  the study.
• To thank respondents for their time.

A covering letter accompanied each questionnaire informing respondents of the
reason for the questionnaire.  They were also assured that their identity would be
kept confidential.

5.5.  BIAS IN RESEARCH DESIGN     
Data obtained through the survey method is prone to distortion through the
introduction of bias into the research design and researchers should therefore
attempt to minimise the effects of bias.  Bias can be defined as a set of
conditions that distort data from what have been obtained under conditions of
pure chance.  Furthermore, bias is any influence that may have disturbed the
randomness by which the choice of a sample population has been selected.
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The researcher should acknowledge the likelihood of biased data and recognise
the possibility that it may have affected the research.  An effort should be made
by the researcher to minimise the influence of bias. 

5.6. THE POPULATION TO BE SURVEYED
The researcher compiled a list of all top and middle managers in the private
hospitals of Afrox Healthcare in the Port Elizabeth area.  In total 51 managers
were identified and questionnaires were sent to them all.  A similar questionnaire
was sent out to 100 non-managerial employees who were selected at random.
The purpose of this questionnaire was to test the answers provided by the top
and middle managers.  

5.7.  ADMINISTRATION OF THE QUESTIONNAIRE
The questionnaires, together with the covering letter, were handed out to
respondents.  The completed questionnaires were personally collected by a
responsible person in each hospital on behalf of the researcher.  The responses
from respondents’ questionnaires were recorded by the researcher on
spreadsheets.

5.8.  STATISTICAL TREATMENT OF DATA
The results of the empirical study were tabulated to facilitate interpretation and
the responses to each question were presented as a percentage.
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5.9.  CONCLUSION
In this Chapter the researcher described the survey method adopted as well as
the construction and testing of the questionnaires.  This was carried out by
presenting the theoretical basis of research design and then describing the actual
research design in terms of the theoretical basis.  The manner in which the
survey was conducted and possible sources of bias in the research design were
also discussed. 
Copies of the questionnaires that were sent out to respondents can be found in
Annexures C and F,  while copies of the covering letters can be found in
Annexures B and E.  In Chapter 6 the results of the empirical study will be
presented and discussed.










.
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CHAPTER  6
RESULTS OF THE EMPIRICAL STUDY


6.1.  INTRODUCTION
The objective of this study is to determine what leadership approach(es) should
be used by managers in the private hospitals of Afrox Healthcare to achieve
organisational success.  In order to determine this, three sub-problems were
identified in Chapter 1.  The first sub-problem, namely the leadership approaches
revealed by the literature that will assist managers in effectively achieving
success, has been covered in Chapter 2.

The second and third sub-problems, namely the leadership approaches used by
managers in the private hospitals of Afrox Healthcare in the Port Elizabeth area
to assist them in achieving organisational success, as well as an evaluation of
results, were covered by the questionnaires and this chapter respectively.  This
aims to solve the main problem in its entirety.

6.2.  RESPONSE TO THE QUESTIONNAIRES
Two questionnaires were sent out:  one was sent to 51 top and middle managers
and another to a random sample of 100 non-management staff at the two general
private hospitals of Afrox Healthcare in the Port Elizabeth area.  In total 45
respondents in the top and middle management survey returned their answered
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questionnaires, which constitutes an 88.24% response rate.  Of these 45
respondents, 9 were top management and 36 middle management.  In the non-
managerial category a total of 72 respondents returned their answered
questionnaires.  Two of the questionnaires in this category were returned
incomplete and therefore disregarded.  The response rate in this category
constitutes 70%.  Of these 70 respondents, 44 were nursing staff and 26 non-
nursing staff.

6.3. OUTCOME OF THE QUESTIONNAIRE CONTENTS
In this section the outcome of the questionnaire contents will be presented by
means of tables summarising the responses for each question.  The questions in
the questionnaires were based on the leadership model that has been developed
and proposed in Chapter 4. The results of the tables will be discussed in Section
6.4 of this chapter.

6.3.1.  Results of the Biographical Data in Section A of the Questionnaire
sent to Top and Middle Management
Section A of this questionnaire involves the collection of biographical data from
respondents.  The outcome of the questionnaire content will be presented by
means of a table summarising the responses each question.  Tables 6.1 to 6.10
represent the responses to questions 1 to 10 of Section A of the questionnaire,
which constitutes the biographical data.
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TABLE 6.1  Response on the nature of positions held by respondents.
OPTION RESPONSE PERCENTAGE (%)
Top Management 9 20%
Middle Management 36 80%
Total 45 100%

Table 6.1 shows that 20% of respondents are from top management and 80%
are from middle management level.

TABLE 6.2  Response on number of units managed by respondents.
OPTION RESPONSE PERCENTAGE (%)
0-1 25 56%
1-2 5 11%
3-4 6 13%
5 and more 9 20%
TOTAL 45 100%

Table 6.2 indicates that more than half of respondents manage units falling in the
0-1 category.
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TABLE 6.3  Response on number of people reporting to respondents
OPTION RESPONSE PERCENTAGE (%)
0-5 9 20%
6-10 11 24%
11-15 10 22%
16-20 2 4%
More than 20 13 30%
TOTAL 45 100%
Table 6.3 shows and even distribution of results for the different categories,
except for category 16-20 with 4% response only.
TABLE 6.4  Response on highest qualification of respondents
OPTION RESPONSE PERCENTAGE (%)
Std 8/ equivalent 0 0%
Std 9/ equivalent 0 0%
Std 10/ equivalent 8 18%
B Degree/ Diploma 33 74%
Honours Degree/ Higher
Diploma
2 4%
Masters Degree/ Diploma 2 4%
Doctorate/ D.Tech 0 0%
Other 0 0%
TOTAL 45 100%
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Table 6.4 indicates that the majority of respondents either have a B degree or
diploma.

TABLE 6.5  Response on age of respondents
OPTION RESPONSE PERCENTAGE (%)
30 and younger 1 2%
31-40 21 47%
41-50 18 40%
Older 5 11%
TOTAL 45 100%

The majority of respondents, as indicated by Table 6.5, are between 31 and 50
years of age.

TABLE 6.6  Response on respondents’ training in leadership

OPTION RESPONSE PERCENTAGE (%)
Yes 33 73%
No 12 27%
TOTAL 45 100%

Table 6.6 indicates that the majority of respondents have received training in
leadership skills.
 108
TABLE 6.7  Response on respondents’ management experience
OPTION RESPONSE PERCENTAGE (%)
0-2 7 16%
3-5 16 36%
6-9 9 20%
10 and more 13 28%
TOTAL 45 100%

From Table 6.7 it can be seen that the most respondents have 3 and more years
experience in management.

TABLE 6.8  Response on years of service of subordinates

OPTION RESPONSE PERCENTAGE (%)
0-2 2 4%
3-5 9 20%
6-9 22 49%
10 and more 12 27%
TOTAL 45 100%

Table 6.8 shows that the majority of people reporting to respondents have
service years of 3 years and more.
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TABLE 6.9  Response on whether respondents have long-term plans/
                    Strategies for their unit (s)/ department(s)

OPTION RESPONSE PERCENTAGE (%)
Yes 39 87%
No 6 13%
TOTAL 45 100%

It is indicated by table 6.9 that most respondents have long-term plans/ strategies
for their units/ departments.

TABLE 6.10  Response on responsibility for managing the unit(s)/
                      department(s) of respondents

OPTION RESPONSE PERCENTAGE (%)
Only yourself 16 36%
Other 12 27%
Yourself and other 17 37%
TOTAL 45 100%

Table 6.10 represents the results of Question 10 showing that more than a third
of respondents manage their units/ departments by themselves only.
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6.3.2.  ANALYSIS OF THE RESULTS OF SECTION B OF THE   
            QUESTIONNAIRE SENT TO TOP AND MIDDLE MANAGERS    

The questions in Section B of the questionnaire were developed to test the model
of effective leadership proposed in Chapter 5.  Due to the small sample size, the
5-point Likert-type scale was reduced to a 3-point scale represented as follows:
• “Agree” and “Strongly Agree”  (1 and 2) were combined as “agree” and
represented as 1;
• “Neutral” remained the same and was represented by 2;
• “Disagree” and “Strongly disagree” (4 and 5) were combined as “Disagree”
and represented as 3.
Tables 6.11 to 6.42 represent the responses to questions 1 to 32 of
Section B of the questionnaire.

TABLE 6.11  Response on respondents’ self-confidence
OPTION RESPONSE PERCENTAGE (%)
Agree 42 94%
Neutral 1 2%
Disagree 2 4%
TOTAL 45 100%

As shown by Table 6.11 the majority of respondents indicated that they are self-
confident people.
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TABLE 6.12  Response on whether respondents are self-motivated and
                      self-directed.

OPTION RESPONSE PERCENTAGE (%)
Agree 45 100%
Neutral 0 0%
Disagree 0 0%
TOTAL 45 100%

Table 6.12 shows that all respondents agreed that they are self-motivated and
self-directed.

TABLE 6.13  Response on whether respondents accept and enjoy the
              role of leader.             

OPTION RESPONSE PERCENTAGE (%)
Agree 42 94%
Neutral 1 2%
Disagree 2 4%
TOTAL 45 100%

From Table 6.13 it can be seen that the majority of respondents accept and enjoy
the role of leader.
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TABLE 6.14  Response on whether respondents have a good and clear
                      understanding of the goals and strategic plans of the
                      organisation as a whole.

OPTION RESPONSE PERCENTAGE (%)
Agree 40 89%
Neutral 0 0%
Disagree 5 11%
TOTAL 45 100%

Table 6.14 shows that  most respondents indicated that they have a good and
clear understanding of the goals and strategic plans of the organisation as a
whole.

TABLE 6.15  Response on whether respondents have a good and clear
                      understanding of their unit(s)/ department(s) and how they
                      are performing.

OPTION RESPONSE PERCENTAGE (%)
Agree 43 96%
Neutral 0 0
Disagree 2 4%
TOTAL 45 100%
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Most respondents, as indicated by Table 6.15, agreed that they have a good and
clear understanding of their units/ departments and how they are performing.

TABLE 6.16  Response on whether respondents always make decisions
                      within the broad organisational framework.

OPTION RESPONSE PERCENTAGE (%)
Agree 39 87%
Neutral 0 0%
Disagree 6 13%
TOTAL 45 100%

Table 6.16 shows that the majority of respondents always make decisions within
the broad organisational framework.

TABLE 6.17  Response on whether respondents have a mission, goals
                      and objectives for their unit(s), department(s), and whether
                      they are emphasised.
OPTION RESPONSE PERCENTAGE (%)
Agree 41 91%
Neutral 0 0%
Disagree 4 9%
TOTAL 45 100%
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From Table 6.17 it can be seen that more than 90% of respondents indicated that
they have a mission, goals and objectives for their units/ departments and that
they are emphasised.

TABLE 6.18  Response on respondents’ability to transfer the picture
                      of what their units can become to the minds of subordinates.
OPTION RESPONSE PERCENTAGE (%)
Agree 35 78%
Neutral 0 0%
Disagree 10 22%
TOTAL 45 100%

The majority of respondents, as shown by Table 6.18, indicated that they are
able to transfer the picture of what their units can become to the minds of their
subordinates..

TABLE 6.19  Response on respondents’ ability to concentrate
                      the attention of everyone in their units on the future vision.
OPTION RESPONSE PERCENTAGE (%)
Agree 34 76%
Neutral 0 0%
Disagree 11 24%
TOTAL 45 100%
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Table 6.19 shows that more than 75% of respondents agreed that they are able
to concentrate the attention of everyone in their units on the future vision.

TABLE 6.20  Response on whether respondents are good listeners.
OPTION RESPONSE PERCENTAGE (%)
Agree 42 94%
Neutral 1 2%
Disagree 2 4%
TOTAL 45 100%

Table 6.20 shows that the majority of respondents agreed that they are good
listeners.
TABLE 6.21  Response on whether respondents conduct regular and
                      effective meetings with their staff.
OPTION RESPONSE PERCENTAGE (%)
Agree 40 88%
Neutral 0 0%
Disagree 5 12%
TOTAL 45 100%
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As shown by Table 6.21 most respondents agreed that thy conduct regular and
effective meetings with their subordinates.

TABLE 6.22  Response on whether respondents always make their
                      positions on key issues known to their staff.

OPTION RESPONSE PERCENTAGE (%)
Agree 39 87%
Neutral 1 2%
Disagree 5 11%
TOTAL 45 100%

Table 6.22 shows that most respondents agreed that they always make their
positions on key issues known to their subordinates.

TABLE 6.23  Response on whether respondents always provide their
                      staff with accurate, complete and regular information.

OPTION RESPONSE PERCENTAGE (%)
Agree 40 89%
Neutral 0 0%
Disagree 5 11%
TOTAL 45 100%
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Most respondents, as shown by Table 6.23, provide their staff with accurate,
complete and regular information.

TABLE 6.24  Response on whether respondents’ staff know where the
                      organisation is heading, how it plans to get there and what
                      it all means to them.
OPTION RESPONSE PERCENTAGE (%)
Agree 34 76%
Neutral 0 0%
Disagree 11 24%
TOTAL 45 100%
Table 6.24 shows that more than three quarters of respondents agreed that their
subordinates know where the organisation is heading, how it plans to get there
and what it all means to them.

TABLE 6.25  Response on whether respondents act as role models to
                      their staff at all times.

OPTION RESPONSE PERCENTAGE (%)
Agree 41 91%
Neutral 0 0%
Disagree 4 9%
TOTAL 45 100%
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As shown by Table 6.25 more than 90% of respondents agreed that they act as
role models to their subordinates at all times.

TABLE 6.26  Response on whether respondents are concerned about all
                      their staff as people, their needs and their problems.
OPTION RESPONSE PERCENTAGE (%)
Agree 45 100%
Neutral 0 0%
Disagree 0 0%
TOTAL 45 100%
Table 6.26 indicates that all respondents agreed that they are concerned about
all their staff as people, their needs and their problems.

TABLE 6.27  Response on whether respondents delegate responsibilities
                      to their staff as far as possible.

OPTION RESPONSE PERCENTAGE (%)
Agree 41 91%
Neutral 1 2%
Disagree 3 7%
TOTAL 45 100%
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Table 6.27 shows that  most respondents indicated that they delegate
responsibilities to their subordinates as far as possible.

TABLE 6.28  Response on whether respondents’ staff can be trusted to
                    work alone and to make decisions alone, without constant
                    supervision.
OPTION RESPONSE PERCENTAGE (%)
Agree 36 80%
Neutral 1 2%
Disagree 8 18%
TOTAL 45 100%
Eighty percent of respondents, as shown by Table 6.28, feel that their
subordinates can be trusted to work and to make decisions alone without
constant supervision.

TABLE 6.29  Response on whether respondents’ staff are motivated and
                      energised about the future.

OPTION RESPONSE PERCENTAGE (%)
Agree 33 73%
Neutral 0 0%
Disagree 12 27%
TOTAL 45 100%
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In response to wheter subordinates are motivated and energised about the
future, Figure 6.29 shows that almost three quarters of respondents agreed with
the statement.

TABLE 6.30  Response on whether respondents’ staff are committed to
                      group and organisational goals.

OPTION RESPONSE PERCENTAGE (%)
Agree 34 76%
Neutral 1 2%
Disagree 10 22%
TOTAL 45 100%

Table 6.30 shows that most respondents indicated that their staff are committed
to group and organisational goals.

TABLE 6.31  Response on whether staff are committed to excellence. 

OPTION RESPONSE PERCENTAGE (%)
Agree 38 84%
Neutral 0 0%
Disagree 7 16%
TOTAL 45 100%
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More than 80% of respondents, as indicated by Table 6.31,  indicated that their
staff are committed to excellence.

TABLE 6.32  Response on whether respondents’ staff perceive
                      themselves as winners.

OPTION RESPONSE PERCENTAGE (%)
Agree 37 82%
Neutral 0 0%
Disagree 8 18%
TOTAL 45 100%

Table 6.32 shows that more than 80% of respondents have indicated that their
subordinates perceive themselves as winners.

TABLE 6.33  Response on whether respondents’ staff share their vision
                      for the future.

OPTION RESPONSE PERCENTAGE (%)
Agree 32 71%
Neutral 0 0%
Disagree 13 29%
TOTAL 45 100%
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Table 6.33 shows that, although a large number of respondents agreed that their
staff share their future vision, almost a third of respondents disagreed with the
statement.
TABLE 6.34  Response on whether respondents have a clear
                      understanding of their organisations’ value systems.
OPTION RESPONSE PERCENTAGE (%)
Agree 43 96%
Neutral 0 0%
Disagree 2 4%
TOTAL 45 100%

More than 95% of respondents, as shown in Table 6.34, indicated that they have
a clear understanding of their organisations’ value systems.

TABLE 6.35  Response on whether respondents always make decisions
                      and act in accordance with the value systems of their
                      organisations.
OPTION RESPONSE PERCENTAGE (%)
Agree 41 91%
Neutral 0 0%
Disagree 4 9%
TOTAL 45 100%
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In Table 6.35 it is shown that more than 90% of respondents indicated that they
make decisions and act in accordance with the value systems of their
organisations.

TABLE 6.36  Response on whether respondents’ staff have a good and
                      clear understanding of, and adhere to, the value system of
                       their organisations.
OPTION RESPONSE PERCENTAGE (%)
Agree 39 87%
Neutral 0 0%
Disagree 6 13%
TOTAL 45 100%

As shown by Table 6.36 most respondents agreed that they have a good and
clear understanding of and adhere to the value systems of their organisations.

TABLE 6.37  Response on whether respondents’ staff have a good
                      understanding of the needs and demands of customers.
OPTION RESPONSE PERCENTAGE (%)
Agree 43 93%
Neutral 0 0%
Disagree 3 7%
TOTAL 45 100%
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Table 6.37 shows that more than 90% of respondents indicated that their
subordinates have a good understanding of the needs and demands of
customers.
TABLE 6.38  Response on whether respondents run their unit(s)/
                      department(s) with a team of staff members who are jointly
                      responsible for the success of their unit(s)/ department(s).
OPTION RESPONSE PERCENTAGE (%)
Agree 44 97.78%
Neutral 0 0%
Disagree 1 2.22%
TOTAL 45 100%

From Table 6.38 it can be seen that the majority of respondents agreed that they
run their units/ departments with a team of staff members who are jointly
responsible for their success.
TABLE 6.39  Response on whether respondents seek advice, and
                      counsel from their staff as a team.
OPTION RESPONSE PERCENTAGE (%)
Agree 43 96%
Neutral 0 0%
Disagree 2 4%
TOTAL 45 100%
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The majority of respondents, as indicated by Table 6.39, agreed that they seek
advice and counsel from their staff as a team.
TABLE 6.40  Response on whether respondents actively involve their
                      staff in the formulation of goals, objectives and decision-
                      making processes.
OPTION RESPONSE PERCENTAGE (%)
Agree 44 98%
Neutral 0 0%
Disagree 1 2%
TOTAL 45 100%

Table 6.40 shows that all respondents, except for one, agreed that they actively
involve their subordinates in the formulation of goals, objectives and decision-
making processes.
TABLE 6.41  Response on whether respondents run their unit(s)/
                      department(s) with a team of competent staff with the
                      necessary skills and abilities to perform their jobs
                      effectively.
OPTION RESPONSE PERCENTAGE (%)
Agree 39 87%
Neutral 1 2%
Disagree 5 11%
TOTAL 45 100%
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More than 85% of respondents, as shown by Table 6.41, indicated that they run
their units/ departments with teams of competent staff who have the necessary
skills and abilities to perform their jobs effectively.

TABLE 6.42  Response on whether training is always available to staff to
                      ensure competency and efficiency.
 OPTION RESPONSE PERCENTAGE (%)
Agree 43 96%
Neutral 0 0%
Disagree 2 4%
TOTAL 45 100%

Table 6.42 shows that all respondents except for 2 agreed that training is always
availabe to staff to ensure competency and efficiency.


6.3.3. RESULTS OF THE BIOGRAPHICAL DATA IN SECTION A OF THE
QUESTIONNAIRE SENT TO NON-MANAGERIAL STAFF
Section A of this questionnaire also involves the collection of biographical data
from respondents.  The outcome of the questionnaire content will be presented
by means of a table summarising the responses to each question.  Tables 6.43 to
6.49 represent the responses to questions 1 to 7 of Section A of the
questionnaire, which constitutes the biographical data.
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TABLE 6.43  Response on the nature of positions held by respondents.
OPTION RESPONSE PERCENTAGE (%)
Nursing  44 63%
Non-Nursing  26 37%
Total 70 100%

Table 6.43 shows that 63% of non-managerial respondents are nurses, while
37% fall in the non-nursing category.

TABLE 6.44  Response on highest qualification of respondents
OPTION RESPONSE PERCENTAGE (%)
Std 8/ equivalent 6 9%
Std 9/ equivalent 7 10%
Std 10/ equivalent 36 51%
B Degree/ Diploma 19 27%
Honours Degree/ Higher
Diploma
2 3%
Masters Degree/ Diploma 0 0%
Doctorate/ D.Tech 0 0%
Other 0 0%
TOTAL 70 100%
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It is indicated by Table 6.44 that more than 75% of respondents have a matric
qualification and/ or higher.

TABLE 6.45  Response on age of respondents
OPTION RESPONSE PERCENTAGE (%)
30 and younger 27 39%
31-40 24 34%
41-50 11 16%
Older 8 11%
TOTAL 70 100%

Table 6.45 shows that only 27% of respondents are older than 50 years of age,
with the rest 40 years and younger.

TABLE 6.46  Response on respondents’ training in leadership

OPTION RESPONSE PERCENTAGE (%)
Yes 25 36%
No 45 64%
TOTAL 70 100%

Only 36% of respondents, as shown by Table 6.46, indicated that they have
received previous training in leadership.
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TABLE 6.47  Response on years of service of subordinates

OPTION RESPONSE PERCENTAGE (%)
0-2 15 21%
3-5 20 29%
6-9 12 17%
10 and more 23 33%
TOTAL 70 100%

Most subordinates, as shown by Table 6.47, have service years of  3 and more.


TABLE 6.48  Response on whether respondents have a long-term plan/
                      strategy for their unit (s)/ department(s)

OPTION RESPONSE PERCENTAGE (%)
Yes 50 71%
No 20 29%
TOTAL 70 100%


Table 6.48 shows that respondents agreed that their units/ departments have
long-term plans/ strategies.
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TABLE 6.49  Response on responsibility for managing the unit(s)/
                      department(s) of respondents

OPTION RESPONSE PERCENTAGE (%)
Only Your Manager 16 23%
Other 1 1%
Your Manager together
with Other
53 76%
TOTAL 70 100%

From Table 6.49 it can be seen that more than 75% of respondents indicated that
their units/ departments are managed by their manager together with other
people.


6.3.4. ANALYSIS OF THE RESULTS OF SECTION B OF THE
QUESTIONNAIRE SENT TO NON-MANAGERIAL STAFF     
The questions in Section B of this questionnaire were developed to test the
model of effective leadership proposed in Chapter 5.  A 3-point Likert-scale was
used and represented as follows:
• Agree was represented as 1;
• Neutral was represented by 2; and
• Disagree was represented as 3.
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Tables 6.50 to 6.81represent the responses to questions 1 to 32 of
Section B of this questionnaire.

TABLE 6.50  Respondents’ response on whether their managers are
                      self-confident
OPTION RESPONSE PERCENTAGE (%)
Agree 53 76%
Neutral 14 20%
Disagree 3 4%
TOTAL 70 100%

Table 6.50 shows that more than three quarters of respondents agreed that their
managers are self-confident.

TABLE 6.51  Respondents’ response on whether their managers are self-
                      motivated and self-directed.
OPTION RESPONSE PERCENTAGE (%)
Agree 59 84%
Neutral 8 11%
Disagree 3 6%
TOTAL 70 100%
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As indicated by Table 6.51 more than 80% of respondents agreed that their
managers are self-motivated and self-directed.

TABLE 6.52  Respondents’ response on whether their managers accept
                      and enjoy the role of leader.             
OPTION RESPONSE PERCENTAGE (%)
Agree 61 87%
Neutral 7 10%
Disagree 2 3%
TOTAL 70 100%

Table 6.52 shows that most respondents agree that their managers accept and
enjoy their roles as leader.

TABLE 6.53  Respondents’ response on whether their managers have a
                      good and clear understanding of the goals and strategic
                      plans of the organisation as a whole.
OPTION RESPONSE PERCENTAGE (%)
Agree 54 77%
Neutral 13 19%
Disagree 3 4%
TOTAL 70 100%
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Table 6.53 shows that more than 75% of respondents agreed with the statement
that their managers have a good and clear understanding of the goals and
strategic plans of their organisations as a whole.


TABLE 6.54  Respondents’ response on whether their managers have a
                      good and clear understanding of their unit(s)/ department(s),
                      and how they are performing.
OPTION RESPONSE PERCENTAGE (%)
Agree 51 73%
Neutral 9 13%
Disagree 10 14%
TOTAL 70 100%

From Table 6.54 it can be seen that more than 70% of respondents agreed that
their managers have a good and clear understanding of their units/ departments
and how they are performing.
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TABLE 6.55  Respondents’ response on whether their managers always
                      make decisions within the broad organisational framework.
OPTION RESPONSE PERCENTAGE (%)
Agree 42 60%
Neutral 19 27%
Disagree 9 13%
TOTAL 70 100%
Table 6.55 shows that two thirds of respondents agreed that their managers
always make decisions within the broad organisational framework.  However,
40% of respondents fall in the neutral and disagree categories.

TABLE 6.56  Respondents’ response on whether their  managers have a
                      mission, goals and objectives for their unit(s), department(s),
                      and whether they are emphasised.

OPTION RESPONSE PERCENTAGE (%)
Agree 51 73%
Neutral 13 19%
Disagree 6 8%
TOTAL 70 100%
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More than 70% of respondents, as shown by Table 6.56, agreed that their
managers have a mission, goals and objectives for their units and departments
and that they empasise them.

TABLE 6.57  Respondents’ response on whether their managers’ are able  
                      to transfer the picture of what their units can become to the
                      minds of all the staff.
OPTION RESPONSE PERCENTAGE (%)
Agree 37 53%
Neutral 23 33%
Disagree 10 14%
TOTAL 70 100%

Table  6.57 shows that only 53% of respondents agreed that their managers are
able to transfer the picture of what their units can become to the minds of all staff.
The rest either disagreed or responded in a neutral manner.

TABLE 6.58  Respondents’ response on their managers’ ability to
                      concentrate the attention of everyone in their unit on the
                      future vision.
OPTION RESPONSE PERCENTAGE (%)
Agree 33 47%
Neutral 23 33%
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Disagree 14 20%
TOTAL 70 100%


Table 6.58 shows that less than 50% of respondents agreed that their managers
are able to concentrate the attention of everyone in their units on the future
vision.

TABLE 6.59  Respondents’ response on whether their managers are good
                      listeners.
OPTION RESPONSE PERCENTAGE (%)
Agree 47 67%
Neutral 12 17%
Disagree 11 16%
TOTAL 70 100%

From Table 6.59 it can be seen that more than two thirds of respondents agreed
that their managers are good listeners.
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TABLE 6.60  Respondents’ response on whether their managers conduct
                      regular and effective meetings with all staff in the unit.
OPTION RESPONSE PERCENTAGE (%)
Agree 31 44%
Neutral 22 31%
Disagree 17 24%
TOTAL 70 100%

Table 6.60 shows that less than 50% of respondents agreed that their managers
conduct regular and effective meetings with all staff in their units.

TABLE 6.61  Respondents’ response on whether their managers always
                      make their positions on key issues known to all staff.

OPTION RESPONSE PERCENTAGE (%)
Agree 38 54%
Neutral 20 29%
Disagree 12 17%
TOTAL 70 100%

Just more than half of respondents, as indicated by Table 6.61, agreed that their
managers make their postions on key issues known to all of them.
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TABLE 6.62  Respondents’ response on whether their managers always
                      provide them with accurate, complete and regular information.

OPTION RESPONSE PERCENTAGE (%)
Agree 31 45%
Neutral 29 41%
Disagree 10 148%
TOTAL 70 100%

It is indicated by Table 6.62 that less than half of respondents agreed that their
managers provide them with accurate, complete and regular information.

TABLE 6.63  Respondents’ response on whether they know where their
                      organisations are heading, how they plan to get there and
                      what it all means to them.

OPTION RESPONSE PERCENTAGE (%)
Agree 32 46%
Neutral 27 39%
Disagree 11 15%
TOTAL 70 100%
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Table 6.63 indicates that only 46% of respondents agreed that they know where
their organisations are heading, how they plan to get there and what it all means
to them.

TABLE 6.64  Respondents’ response on whether their managers act as
                      role models to them at all times.
OPTION RESPONSE PERCENTAGE (%)
Agree 34 48%
Neutral 27 39%
Disagree 9 13%
TOTAL 70 100%

Table 6.64 shows that less than half of the respondents agreed that their
managers act as role models at all times.

TABLE 6.65  Respondents’ response on whether their managers are  
                      concerned about them as people, their needs and
                      their problems.
OPTION RESPONSE PERCENTAGE (%)
Agree 42 60%
Neutral 18 26%
Disagree 10 14%
TOTAL 70 100%
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Two thirds of respondents, as shown by Table 6.65, agreed that their managers
are concerned about them as people, their needs and their problems.

TABLE 6.66  Respondents’ response on whether their managers delegate
                      responsibilities to them as far as possible.

OPTION RESPONSE PERCENTAGE (%)
Agree 49 70%
Neutral 12 17%
Disagree 9 13%
TOTAL 70 100%

Table 6.66 shows that more than two thirds of respondents agreed that their
managers delegate responsibilities to them as far as possible.

TABLE 6.67  Respondents’ response on whether their managers trust them
                      to work alone, and to make decisions alone, without
                      constant supervision.
OPTION RESPONSE PERCENTAGE (%)
Agree 44 63%
Neutral 16 23%
Disagree 10 14%
TOTAL 70 100%
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Just more than two thirds of respondents, as showed by Table 6.67, indicated
that they agree that their managers trust them to work alone and to make
decisions alone without constant supervision.

TABLE 6.68  Respondents’ response on whether they are motivated
                      and energised about the future.

OPTION RESPONSE PERCENTAGE (%)
Agree 18 26%
Neutral 30 43%
Disagree 22 31%
TOTAL 70 100%

Table 6.68 shows that only 26% of respondents indicated that they are motivated
and energised about the future.

TABLE 6.69  Respondents’ response on whether they are committed to
                      group and organisational goals.
OPTION RESPONSE PERCENTAGE (%)
Agree 21 30%
Neutral 28 41%
Disagree 20 29%
TOTAL 70 100%
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Figure 6.69 shows that only a third of respondents indicated that they are
committed to group and organisational goals.

TABLE 6.70  Respondents’ response whether they are committed to   
                      excellence. 
OPTION RESPONSE PERCENTAGE (%)
Agree 25 36%
Neutral 31 44%
Disagree 14 20%
TOTAL 70 100%

Only 36% of respondents, as shown by Table 6.70, agreed that they are
committed to excellence.

TABLE 6.71  Response on whether respondents perceive
                      themselves as winners.
OPTION RESPONSE PERCENTAGE (%)
Agree 23 33%
Neutral 32 46%
Disagree 15 21%
TOTAL 70 100%
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Table 6.71 shows that only a third of respondents agreed that they perceive
themselves as winners.
TABLE 6.72  Response on whether respondents share their managers’   
                      vision for the future.

OPTION RESPONSE PERCENTAGE (%)
Agree 21 30%
Neutral 33 47%
Disagree 16 23%
TOTAL 70 100%


Table 6.72 shows that less than a third of respondents agreed that they share
their managers’ vision for the future.

TABLE 6.73  Respondents’ response on whether their managers have a
                      clear understanding of their organisations’ value systems.

OPTION RESPONSE PERCENTAGE (%)
Agree 47 67%
Neutral 20 29%
Disagree 3 4%
TOTAL 70 100%
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More than two thirds of respondents, as indicated by Table 6.73, agreed that their
managers have a clear understanding of their organisations’ value systems.

TABLE 6.74  Respondents’ response on whether their managers always
                      make decisions and act in accordance with the value
                      systems of their organisations.
OPTION RESPONSE PERCENTAGE (%)
Agree 42 60%
Neutral 20 29%
Disagree 8 11%
TOTAL 70 100%

Table 6.74 shows that less than two thirds of respondents indicated that their
managers always make decisions and act in accordance with the value systems
of their organisations.
TABLE 6.75  Respondents’ response on whether they have a good and
                      clear understanding of, and adhere to, the value system of
                      their organisations.
OPTION RESPONSE PERCENTAGE (%)
Agree 35 50%
Neutral 23 33%
Disagree 12 17%
TOTAL 70 100%
 145
From Table 6.75 it can be seen that only half of respondents agreed that they
have a good and clear understanding of, and adhere to, the value system of their
organisations.
TABLE 6.76  Response on whether respondents have a good
                      understanding of the needs and demands of customers.

OPTION RESPONSE PERCENTAGE (%)
Agree 52 75%
Neutral 15 21%
Disagree 3 4%
TOTAL 70 100%

Table 6.76 shows that three-quarters of respondents indicated that they have a
good understanding of the needs and demands of customers.

TABLE 6.77  Respondents’ response on whether their managers run their
                      unit(s)/ department(s) with a team of staff who are jointly
                      responsible for the success of their unit(s)/ department(s).
OPTION RESPONSE PERCENTAGE (%)
Agree 51 73%
Neutral 13 19%
Disagree 6 8%
TOTAL 70 100%
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From Table 6.77 it can be seen that almost three quarters of respondents agreed
that their managers run their units/ departments with teams of staff who are
jointly responsible for their success.

TABLE 6.78  Respondents’ response on whether their managers seek
                      advice and counsel from them as a team.
OPTION RESPONSE PERCENTAGE (%)
Agree 35 50%
Neutral 25 36%
Disagree 10 14%
TOTAL 70 100%

Table 6.78 shows that only half of respondents agreed that their managers seek
advice and counsel from them as a team.

TABLE 6.79  Respondents’ response on whether their managers actively
                      involve them in the formulation of goals, objectives and
                      decision-making processes.
OPTION RESPONSE PERCENTAGE (%)
Agree 37 53%
Neutral 24 34%
Disagree 9 13%
TOTAL 70 100%
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Just more than half of respondents, as indicated by Table 6.79, agreed that their
managers actively involve them in the formulation of goals, objectives and
decision-making processes.

TABLE 6.80  Respondents’ response on whether their managers run their
                      unit(s)/ department(s) with a team of competent staff, who
                      have the necessary skills and abilities to perform their jobs
                      effectively.

OPTION RESPONSE PERCENTAGE (%)
Agree 49 70%
Neutral 14 20%
Disagree 7 10%
TOTAL 70 100%

Table 6.80 shows that 70% of respondents agreed that their managers run their
units/ department with teams of competent staff who have the necessary skills
and abilities to perform their jobs effectively.
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TABLE 6.81  Respondents’ response on whether training is always
                      available to them to ensure competency and efficiency.

OPTION RESPONSE PERCENTAGE (%)
Agree 44 63%
Neutral 11 16%
Disagree 15 21%
TOTAL 70 100%

Almost two thirds of respondents, as shown by Table 6.81, agreed that training is
always available to them to ensure competency and efficiency.
6.4.  DISCUSSION OF THE EMPIRICAL RESULTS
In this section the results of the tables presented in Section 6.3 will be discussed.
It will be done within the framework of the model of factors developed and
proposed in Chapter 5, and discussed under the following headings:  leader
behaviours, follower behaviours and organisational environment.

6.4.1.  Leader Behaviours
Results on Leader Behaviours will be discussed in terms of : 
vision, communication, planning and empowerment.
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6.4.1.1.  Vision
Questions 4, 5, 8, and 9 of Section B of the questionnaire addressed and tested
respondents’ opinions on vision.  In reaction to Question 4, whether managerial
staff  have a good and clear understanding of the goals and strategic plans of the
organisation as a whole, 89% of managerial respondents and 77% of non-
managerial respondents reacted positively (see Table 6.14).  Question 5 tested
the response on whether top and middle management  have a good and clear
understanding of their unit(s) / department(s) and how they are performing.  In
this case 96% of managerial and 73% of non-managerial respondents reacted
positively (see Table 6.15).  In reaction to Question 8, on whether top and middle
management  are able to transfer the picture of what their units can become to
the minds of all their subordinates, 78% of managerial respondents reacted
positively (see Table 6.18).  With non-managerial respondends, 47% agreed and
33% were neutral.   Table 6.19 shows that in response to
Question 9,  76% of top and middle management indicated that they are able to
concentrate the attention of everyone in their units on their future vision.  With
non-managerial respondents 47% reacted positively and 33% were neutral.

6.4.1.2.Communication
Questions 10, 11, 12, 13, 14 and 15 of section B of the questionnaire addressed
and tested communication.  In Question 10, whether top and middle managers
are good listeners, 93% of managerial respondents and 67% of non-managerial
respondents agreed (see Table 6.20).  Table 6.21 indicates that 88% of top and
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middle management respondents agreed with Question 11, in that they conduct
regular and effective meetings with their staff.  In the non-management category
44% of the respondents agreed, 31% were neutral and 24% disagreed.  In
reaction to Question 12, on whether top and middle managers always make their
positions on key issues known to their staff, 87% of managerial respondents
reacted positively (see Table 6.22).  With non-managerial respondents 54%
agreed and 29% were neutral.  In response to Question 13, on whether top and
middle managers always provide their staff with accurate, complete and regular
information, 89% of managerial respondents agreed with the statement (see
Table 6.23), while 44% of the non-managerial respondents agreed and 41% were
neutral.  In reaction to Question 14, on whether the subordinates know where the
organisation is heading, how it plans to get there and what it all means to them,
76% of managerial respondents reacted positively (see Table 6.24),  46% of non-
managerial respondents reacted positively and 39% of them were neutral.  Table
6.25 indicates that in response to Question 15,  91% of managerial respondents
agreed that they act as role models to their staff at all times.  With non-
managerial staff 49% agreed with this statement and 39% were neutral.

6.4.1.3.  Planning
In order to achieve their visions, leaders must develop plans.  Central to the
planning process are missions, goals and objectives.  Questions 6 and 7 of
Section B of the questionnaire tested this leader behaviour aspect.  In reaction to
Question 7, on whether top and middle managers have a mission, goals and
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objectives for their units/ departments and whether they are emphasised, 91% of
managerial respondends and 73% of non-managerial respondents agreed (see
Table 6.17).  Table 6.16 indicates that in reaction to Question 6, on whether top
and middle managers always make decisions within the broad organisational
framework, 87% of managerial respondents positively.  With non-managerial
respondents 60% agreed and 27% were neutral.

6.4.1.4. Empowerment
Questions 16, 17, 18, 31 and 32 of Section B of the questionnaire tested for
empowerment.  In reaction to Question 16, all managerial respondents agreed
that they are concerned about all their staff as people, their needs and their
problems (see Table 6.26).  With non-managerial respondents 60% agreed and
26% were neutral.  Table 6.27 indicates that, in reaction to Question 17, on
whether top and middle managers delegate responsibilities to their staff as far as
possible, 91% of managerial respondents and 70% of non-managerial
respondents responded positively.  In response to Question 18, on whether top
and middle managers trust their staff to work alone and to make decisions alone
without constant supervision, 80% of managerial reacted positively (see Table
6.28).  With non-managerial respondents 63% agreed with the statement while
23% were neutral.  Table 6.41 indicates that 87% of managerial respondents and
70% of the non-managerial respondents agreed with Question 31 and were of
the opinion that units/ departments were run with a team of competent staff, who
have the necessary skills and abilities to perform their jobs effectively.  Table
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6.42 indicates that 96% of managerial respondents reacted positively to Question
32, in that training is always available to staff to ensure competency and
efficiency.  Non-managerial staff reacted with 63% agreeing, 16% neutral and
21%  disagreed.

6.4.2. Follower Behaviours
The results on follower behaviours will be discussed under the following
headings:  identification with the leader and the leader’s vision, commitment,
motivation as well as goal pursuit and trust.


6.4.2.1. Identification with the Leader and the Leader’s vision.
This element of follower behaviour was tested by Question 23 of Section B of the
questionnaire, with 71% of top and middle management respondents agreeing
that their staff share their vision for the future (see Figure 6.33) while 29% of
them disagreed.   Non-managerial staff showed a 30% agreement, 47% neutral
and 23% disagreement.

6.4.2.2. Commitment
Questions 20 and 21 of Section B of the questionnaire tested follower
commitment.  In reaction to Question 20, on whether  staff are committed to
group and organisational goals, 76% of managerial respondents agreed, while
22% disagreed.  With non-managerial respondents 30% agreed. 41% were
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neutral and 29% disagreed.  In reaction to Question 21, on whether staff are
clearly committed to excellence, 84% of managerial respondents reacted
positively, while 37% of non-managerial respondents agreed, 44% were neutral
and 20% disagreed.

6.4.2.3. Motivation and Goal Pursuit.
Motivation and goal pursuit were tested by Questions 19 and 22 of Section B of
the questionnaire.  Table 6.29 indicates that, in reaction to Question 19, on
whether staff are motivated and energised about the future, 73% of managerial
respondents responded positively, while 27% of them disagreed.  Non-
managerial staff reacted with 26% agreeing, 43% neutral and 31% disagreed.
Table 6.32 indicates that in response to Question 22, on whether staff perceive
themselves as winners, 82% of managerial respondents agreed with 33% of non-
managerial staff agreed, 46% were neutral and 29% disagreed.

6.4.2.4. Trust
Trust as an element of follower behaviour was tested by Question 23 of Section
B of the questionnaire.  In reaction to this question, on whether subordinates
share their leaders’ vision for the future, 71% of managerial respondents agreed
and 29% disagreed.  In the non-managerial category 30% of respondents
agreed, 47% were neutral and 23% disagreed.
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6.4.3. Organisational Environment
The proposed model for effective leadership contained the elements of
organisational configurations, organisational structures and organisational
culture.  However, only the last element, namely organisational culture, was
tested in the questionnaire by means of Questions 21, 24, 25, 26, 27, 28, 29 and
30 of section B.

In reaction to Question 21, on whether subordinates are clearly committed to
excellence, 84% of managerial respondents reacted positively (see Table 6.32).
With non-managerial respondents 36% agreed, 44% were neutral and 20%
disagreed.  In response to Question 24, on whether top and middle managers
have a clear understanding of their organisation’s value system, 96% of
managerial respondents reacted positively (see Table 6.34) while 67% of non-
managerial respondents agreed with the statement and 29% were neutral.  Table
6.35 indicates that 91% of managerial respondents reacted positively to Question
25 on whether they always make decisions and act in accordance with the value
system of their organisations.  With non-managerial respondents 60% agreed
and 29% were neutral.  On whether staff have a good and clear understanding
of, and adhere to the value system of their organisations, 87% of managerial
respondents agreed (see Question 26, and Table 6.36).  In the non-managerial
category 50% agreed with the statement and 33% were neutral.  In reaction to
Question 29, Table 6.37 indicates that 93% of managerial respondents agreed
that their staff have a good understanding of the needs and demands of
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customers.  Non-managerial respondents indicated a 50% agreement while 36%
of them were neutral.  In reaction to Question 28, on whether top and middle
managers run their units/ departments with teams of staff members who are
jointly responsible for the success of their units/ departments, 98% of managerial
respondents and 73% of non-managerial respondents reacted positively.  Table
6.39 indicates that 96% of top and middle managers agreed that they seek
advice and counsel from their staff as a team (see Question 29) compared to
50% of non-managerial respondents who agreed with the statement and 36%
that were neutral.  In response to Question 30, on whether top and middle
managers actively involve their staff in the formulation of goals, objectives and
decision-making processes, 98% of them reacted positively.  In the non-
managerial category 53% of respondents reacted positively and 34% were
neutral.

6.5.   CONCLUSION
In this chapter the responses received from respondents were discussed and the
results of the questionnaires presented by means of tables summarising the
responses for each question.  This was followed by a general discussion of the
results.   Based on these results, conclusions will be drawn and
recommendations made in Chapter 7.
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CHAPTER 7
CONCLUSIONS AND RECOMMENDATIONS


7.1 INTRODUCTION
The purpose of this chapter is to draw conclusions about the effectiveness of the
leadership approaches used by managers in the private hospitals of Afrox Health
Care in the Port Elizabeth region. This chapter will draw conclusions from the
results obtained in the empirical study and make recommendations as to remedy
any potential problems highlighted in the study.

7.2 LITERATURE STUDY
The literature study analysed recent approaches to leadership with emphasis
placed on the attribution theory of leadership, visionary leadership, charismatic
leadership, transactional and transformational leadership and lastly Thompson
and Flanagan’s  model of leadership.  Apart from this, factors impacting on
organisational effectiveness have been addressed with particular attention to
organisational configurations, organisational structures, organisational culture
and the phenomenon of team leadership.  Based on this research, an integrated
model for effective leadership has been developed.  It is argued that when the
factors contained in this model achieve synergy, leadership will be effective,
leading to enhanced organisational performance and success.  The factors
contained in the model are leader behaviours, follower behaviours and the
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organisational environment.  The components of the model were then individually
discussed in order to gain an insight into the theory behind the concepts
presented.

7.3 EMPIRICAL STUDY
An empirical study was conducted in order to test the validity of the model.
Questionnaires were handed to both leaders and followers in the demarcated
area.  Based on the data gathered, a statistical analysis was conducted and the
results tabulated. The statistics were compiled with the assistance of a
statistician using the Excel spreadsheet that is part of the Microsoft Windows
Suite of Programmes.

7.4 RESULTS OF THE EMPIRICAL STUDY
Results of the empirical study indicate that the majority of top and middle
managers have agreed with the model of factors which has been developed in
Chapter 4.   In order to compare the response frequencies of the managerial and
non-managerial groups a chi-square, statistical test analysis has been
conducted.  The chi-square statistic is the most widely used statistical test for
data that are in the form of categories and frequencies.  In general the chi-square
test involves a comparison between an observed number of cases falling into
each category and an expected number of cases.
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Figure 7.1.  Comparison of Voting Responses (Leaders vs Followers)

                             
                             1=agree               2=neutral            3=disagree

Source:  Statistical analysis of empirical results

Figure 7.1 shows the results of the chi-squared test on the comparison of
response frequencies.  The test yielded a very small p-value.  (p-value is the
probability of observing a sample value as extreme or more extreme than the
value actually observed).  This infers that there is a considerable difference
between the response patterns and as such the conclusion is subsequently that a
significant difference is found between the overall responses of leaders and
followers.  However, it is of interest to note that the differences between category
one (agree) and category three (disagree), appear to be significant, but should
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category two be removed and the questionnaire be re-answered, the balance
between the responses may be similar.  This is due to the removal of uncertainty
avoidance that is demonstrated by those respondents whose answers fall into
category two (uncertain).

7.5 RECOMMENDATIONS
Based on the above it may be advisable that, due to the overall difference
between the results obtained from leaders and followers, a survey be conducted
on a limited sample of both leader and follower respondents in order to remove
any uncertainty avoidance and to test whether the results are in fact valid.  This
method would be a way to measure the validity of the results of the survey in a
relatively short time period.  Should the results be valid, it would be
recommended that an intervention be set up for leaders to ensure that they
understand which acts are deemed to be those of effective leaders in the Afrox
Health Care Group.  At the same time an intervention could be held for followers
to inform them of the corporate leadership culture and how it influences
leadership styles and acceptable behaviour.

Should the results obtained not be found to be valid, in other words little
difference between responses, it is recommended that an intervention still be
conducted for both leaders and followers to reinforce the corporate leadership
culture within the group.
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In addition it is recommended that the study be expanded to other regions in the
group to ensure that there is consistency amongst all hospitals.

7.6. CONCLUSION
From this study there is no doubt that effective leadership is essential for
achieving improved performance and to ensure long-term organisational
success.  However, certain leader and follower behaviours as well as certain
environmental factors need to be in place in order to ensure effective leadership.

The aim of this study was to contribute towards effective leadership in the private
hospital industry of Afrox Healthcare.  Results from the empirical study indicate
that, although the majority of top and middle management respondents agreed
with the model of leadership factors that have been developed and proposed, an
overall significant difference exists between the results obtained from managerial
(leaders)  versus non-managerial (follower) respondents.  Because of this the
practice of leadership in the private hospitals of Afrox Healthcare needs to be
addressed and investigated.

It  would be recommended that a further survey be conducted, preferably by
means of interactive questioning by an experienced interogator, on a limited
sample of both leader and follower respondents, in order to remove any
uncertainty avoidance and to test whether the results obtained are in fact valid. 
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It would further be recommended that intervention be conducted for both leaders
and followers to ensure that the behaviours required for effective leadership are
understood and to reinforce the required leadership culture within the group.
Lastly, it is recommended that the study be expanded to other regions in the
country to ensure that there is consistency amongst all hospitals in the group.
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ANNEXURE A

THE BUSINESS OF AFROX HEALTHCARE (AHC)

(Source:  Training Department of Afrox Healthcare)
In addition to its hospital business, Afrox Healthcare provides a variety of
incremental services to leverage on its hospital assets as well as both enhance
its growth prospects and participate in the growing managed healthcare
environment in the country.  It owns 71 individual facilities with a total bed
capacity of 7100 beds.  In the Port Elizabeth area, Afrox Healthcare owns 2
general hospitals, one psychiatric hospital, and three day clinics.  For the
purpose of this study attention will be focused on the three private hospitals.

Afrox Healthcare has an Operating Model which provides a framework for how
things are done in the organisation, including the clarification of company values,
and expectations of management and staff.  Afrox Healthcare’s Operating Model
clearly sets out these values, expectations, roles and responsibilities so that
everyone has a common point of reference. It seeks to provide a positive
environment that is progressive, growing, and developing with many
opportunities for meaningful and exciting work. The following represent selected
elements in the document:
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• ORGANISATIONAL VALUES
The organisation has a number of core values describing their intention to  
operate on a day-to-day basis in pursuing their goals:
Operational Excellence
It promotes an understanding of the business, clear challenging goals   
meaningful at all levels, and a winning culture.  They express this value by
making sure that goals are specific; desired outputs are achieved at the right
standard;  regular communication to achieve common understanding of purpose;
encouraging, searching and utilizing opportunities to improve; and by giving  and
accepting feedback and sharing information and knowledge between and across
functions to promote co-operation and to find more effective ways of doing things. 

Customer Focus
Customer focus is the point of integration between a professional, healthcare
focus on patients and the practical demands of the business.  It calls for a
balance between quality and efficiency, and is a vital element of competitiveness.
This value is expressed through friendliness;  good listening skills and the asking
of questions;  initiating improvements and respond to customer interests;  taking
personal responsibility to satisfy customers at all levels;  showing sensitivity and
respect to all customers;  developing partnerships;  doing work right the first time;
and observing safety standards for the benefit of everyone.
Empowerment
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The aim of empowerment is to ensure equitable treatment and to maximise the
value people bring to the organisation so their competencies and commitment
make a difference.  This value is expressed through establishing a supportive
working environment that encourages delegation and creates opportunities;
identifying knowledge, skills, and/ or experience that can be employed beyond
the confines of current job responsibilities;  encouraging staff to make their
potential known;  recognising and rewarding additional effort; and by giving
appropriate authority with responsibility.

Trust and Common Purpose
The establishment and maintenance of a common purpose provides focus and
lays the foundation for trust.  Trust is built on the understanding of reciprocal
expectations between people.  This value is expressed through working with
other people to achieve results;  sharing information needed by customers and
employees;  encouraging open two-way feedback;  avoiding cover-ups or stalling
tactics, and discussing the undiscussable;  avoiding back-biting and politicing;
and involving lower level people in higher level decisions and expecting and
motivating them to make a useful contribution.

Ethical Values and Honesty 
These elements have close links with customer focus and consistent ethical
values need to be applied.  The company’s general stand on ethical values is that
they should be clear and open to debate, especially in grey areas which cannot
 171
easily be resolved.  These values are expressed through treating others with
respect;  learning to see things from the other person’s point of view;  taking a
clear stand when clear-cut issues are involved, when issues are not clear-cut
promote discussion indicating the company’s stand while being respectful of
cogent positions that differ;  showing loyalty and commitment to employees and
respecting confidentiality;  showing commitment to customers;  and treating staff
fairly and with transparency.

Synergy and Teamwork
Focused co-operation and commitment turn combined effort into something that
is greater than the sum of its parts.  This value is expressed through collaboration
at appropriate levels to achieve key goals;  ensuring that line, support, and
enabling functions understand their roles and implement their respective
responsibilities;  sharing relevant information and knowledge;  and being in synch
with business priorities.

• LEADERSHIP AND MANAGEMENT
The basics of leadership in Afrox Healthcare involves:
implementing the organisation values, and striving for both corporate
     specific goals;
ensuring that future direction is clear, and coaching when required;
keeping close to staff and handling issues quickly;
handling disciplinary and performance issues promptly and correctly;
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communicating a more challenging perspective to staff at “teachable    
      moments”    eg when new responsibilities are given;
delegating effectively to ensure staff do not refer decisions back that they
should make themselves;
showing respect for the ideas, values and opinions of others;
sticking up for your unit and defending their interests appropriately when
resources they need are scarce;
recognising, rewarding and encouraging performance;
pulling the team together within the context of the broader company so “silos”
are not encouraged;
helping staff to gain a “helicopter” view of situations to promote a more    
      holistic awareness.
    
The basics of management include:
planning and budgeting;
organising, staffing; and resourcing;
keeping focused on priorities;
ensuring that jobs are clearly defined with agreed outputs that have clear links
to overall Healthcare goals;
managing performance effectively, using coaching, feedback, and handling
performance issues promptly using objective data;
ensuring that the matrix is well managed with reciprocal responsibilities and
commitments spelt out for specific projects;
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understanding how to manage strategically, distinguishing between the  
demands of standardised processes and local entrepreneurial decisions   
that capitalise on local opportunities;
a “can do” approach must be modelled and encouraged;
maintain effective communication with and support for subordinates; and
monitor ouputs to ensure that employees meet their targets.

• DECISION-MAKING
Some organisational guidelines for decision-making are:
in normal operating cicumstances, the people with appropriate authority   
make the decisions;
the support and enabling functions consult the line for their views on     issues
that affect them, and where disagreement arises, the MD is to make the call;
responsibility, with appropriate authority, needs to be devolved as far as
possible;
the findings of due diligence exercises needed to be integrated more closely
into the business decision making process; and
decisions regarding corporate governance need to be more clearly identified.


• ORGANISATIONAL STRUCTURE
Afrox Healthcare has a matrix structure, as illustrated by figure A1. 
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Figure A1:  Matrix organisational structure of Afrox Healthcare











Source:  Training Department Afrox Healthcare

This matrix structure is based on a distinction between specialist and generalist
roles.  They are meant to complement each other in a dynamic relationship.
Specialist roles usually have a specific focus and demand mastery of the
concepts, practices and standards of their particular disciplines.  The purpose of
a generalist role, is to co-ordinate effectively the demands of the local situation,
balance priorities, and support relevant specialist initiatives.  Their knowledge of
customers, employees, suppliers, and other local conditions helps them to
estimate the need and state of readiness for any specialist initiative.
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The matrix structure can optimise the utilisation of the expertise of
business support and the enabling functions throughout the direct
business of Afrox Healthcare where relevant, thus reducing costs and
ensuring best practice.  Joint accountability is the foundation of the matrix
and introduces a robust relationship among the parties involved.  It
demands a clear understanding of the respective roles of the parties
involved.  If situations arise in which priorities become blurred because of
conflicting demands, the Managing Director, from his broader perspective of the
overall goals, provides direction.  It prevents the unnecessary duplication of
people resources in the operations and promotes synergy.  It can lead to
better planning, especially at the development stages.  It can enhance
communication and information transfer as the same principles, models
and guidelines are implemented in different regions or parts of the
business and different units can learn from each other’s experiences. 
Managers can develop valuable maturity in coping with the complexities
that can arise.  One of the main advantages is that it frees operational
managers to focus on their key ouputs of doctor and patient satisfaction.

• WORKING RELATIONSHIP BETWEEN LINE MANAGERS AND
    FUNCTIONAL EXPERTS
   Figure A2 illustrates the working relationship between line managers, and  
   support and enabling functions. 
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Figure A2:  WORKING RELATIONSHIP BETWEEN LINE MANAGERS AND
                    SUPPORT AND ENABLING FUNCTIONS FOR AHC


                                                         The Hos











Source:   Training Department Afrox Healthcare

Afrox Healthcare uses the term line manager to distinguish managers in direct
line functions with operational responsibility from managers in enabling and
support functions.  The focus of line managers in the hospitals is on the doctors
who draw patients to the hospital, the quality and range of patient care the
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hospitals provide, and the relationship with the wider community within which the
hospital(s) is located.

Support and enabling functions have to be continually aware of the cumulative
impact of their various demands on line management.  The matrix concept involves
maintaining a holistic framework within which the various parties can understand
the significance of their specific contribution to the overall picture. 

Support and enabling functions have joint accountability with line, and they
therefore have right of access to, not authority over, given areas on matters
relevant to their respective disciplines.  They have an obligation to raise issues  
that are adversely affecting performance.  Their access is not limited to access 
through senior managers, but should not to drop line  managers in difficult 
situations.  Common courtesy and timely communication are expected.  They
must ensure there is good reason for any initiative, that it will add value, and  that
line managers and their teams understand and accept the relevance of the 
initiative.Under-resourcing may lead to unnecessary risk, while over-resourcing
can lead to additional costs which, can place pressure on what may be already
tight margins.  Line managers are expected to be experts on the specific context
of their operating area, fully aware of the stresses, anxieties, capabilities, and
potential of their staff to assess the potential impact of any new initiative.  Too
many initiatives at the same time can become counter-productive.  Balance of
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needs of their specific area with the broader needs of the organisation is needed.
Support and enabling functions must simplify initiatives where possible.

• COMMUNICATION
The purpose of communication is to build shared meaning with an output of
common understanding. Afrox realises that a large organisation, such as
themselves, need clear channels of communication because one of the 
prerequisites of synergy is that people are well informed about factors such as its
strategic goals, who is doing what, to what standard, when delivery is expected,
what changes have taken or are about to take place.
 
 The main channels of communication are:
line managers;
regular meetings;
management meetings, and the cascade of feedback from them;
consultative forums which promote two way communication between
      management and other employees;
newsletters, organisational announcements, and bulletins;
monthly reports; and
informal communication can help morale and lead to sharing of  knowledge.

• FOCUS ON PERFORMANCE
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Afrox Healthcare’s focus on performance is supported at top level by the 
Performance Contract introduced by the mother company ,British Oxygen  
Company.  The Performance Management System is regarded as one of the
cornerstones of the Operating Model.  It is vigorous, fair and will ensure stretch.
It is also supported by a vigorous consequence management system.  Figure A3
illustrates how performance management fits within the overall Afrox Healthcare
vision, strategic plan, business plan, and budget.

Figure A3:  Afrox Healthcare’s Performance Management System    
Source:  Training Department Afrox Healthcare

Strategic view:
Strategic Vision
Define Business
Define customers
Key Strategies
Identify Qualifying and
Winning Criteria
Projects
Programmes
Financial
objectives
Financial
forecasts
Individual unit business plans
Strategic
Plan
Business
Plan
Actions
Budgets
Measure
Assess
Review
Performance Management
Objective setting
 180
ANNEXURE B
COVERING LETTER SENT OUT WITH QUESTIONNAIRES TO
TOP AND MIDDLE MANAGERS
        August 31st, 2000 
Dear Sir/ Madam
EVALUATION OF LEADERSHIP APPROACHES
I am studying towards my Master’s Degree in Business Administration, and am currently
conducting a survey on leadership approaches used by managers in the Private Hospitals of
Afrox Healthcare.

It would be greatly appreciated if you could assist me in attaining valuable information by
completing the attached questionnaire.  The questionnaire has been prepared in such a way that
it will require no more than 20 minutes to complete.  It will be treated as strictly confidential and it
would be impossible to identify you by the information you supply.

It is very important to receive every questionnaire back and I therefore urge you to return the
completed questionnaire in the enclosed envelope before the 6th of September 2000 to Ms Mandy
Stevens at St George’s Hospital (Hospital Manager’s office), or Ms Blanche Brooks at Mercantile
Hospital (Nursing Manager’s office).

Should you require any further information, please contact me at 041-4012743 (work) or 082-
9712936 (mobile phone).

Thank you for your co-operation.
Conrad Bosch
(Researcher)
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ANNEXURE C
QUESTIONNAIRE SENT TO TOP AND MIDDLE MANAGEMENT

SECTION A
Please answer the following questions by marking the appropriate block, or
by writing your answer in the space provided.

1. WHAT IS THE NATURE OF THE POSITION THAT YOU HOLD?

  
2. HOW MANY UNIT(S)/ DEPARTMENT(S) ARE YOU IN CHARGE OF?
0-1        
1-2
3-4
5 and more

3. HOW MANY PEOPLE REPORT TO YOU?
0-5
6-10
11-15
16-20
More than 20
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4. WHAT IS YOUR HIGHEST EDUCATIONAL QUALIFICATION?

Std 8/ equivalent  Honours degree /
Higher diploma

Std 9/ equivalent  Masters degree/
diploma

Std 10/ equivalent  Doctorate/ D.Tech
B Degree / Diploma

 Other (please specify)
----------------------------



5.  WHAT IS YOUR AGE?
30 and younger
31-40
41-50
and older

6. HAVE YOU EVER RECEIVED TRAINING IN LEADERSHIP SKILLS?
Yes
No
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7.  HOW MANY YEARS EXPERIENCE DO YOU HAVE IN MANAGEMENT?
0-2
3-5
6-9
10 and more



8.  WHAT IS THE AVERAGE YEARS OF SERVICE OF YOUR
      SUBORDINATES?
0-2
3-5
6-9
10 and more
9.  DO YOU HAVE A LONG-TERM PLAN/ STRATEGY FOR YOUR UNIT(S)/
       DEPARTMENT(S)?

YES
NO
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10.  WHO IS RESPONSIBLE FOR MANAGING YOUR UNIT(S)/
DEPARTMENT(S)?
ONLY YOURSELF
OTHER


YOURSELF AND
OTHER
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SECTION B
Please answer the following questions by marking the appropriate block.

KEY:  1 = Strongly agree
           2 = Agree
           3 = Neutral
           4 = Disagree
           5 = Strongly disagree

STATEMENT
1 2 3 4 5
1 I am a self-confident person.    
2 I am self-motivated, and self-directed.    
3 I accept and enjoy the role of leader.    
4 I have a good and clear understanding of the goals, and strategic
plans of the organisation as a whole.
   
5 I have a good and clear understanding of my unit(s)/ department
(s), and how it is performing.
   
6 I always make decisions within the broad organisational
framework.
   
7 I have a mission, goals, and objectives for my unit(s)/
department(s), and I emphasise them.
   
8 I am able to transfer the picture of what my unit can become to
the minds of all my subordinates.
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9 I am able to concentrate the attention of everyone in my unit on
the future vision.
   
10 I am a good listener.    
11 I conduct regular and effective meetings with my staff.    
12 I always make my position on key issues known to my staff.    
13 I always provide my staff with accurate, complete, and regular
information.
   
14 My staff know where the organisation is heading, how it plans to
get there, and what it all means to them.
   
     
 KEY:  1 = Strongly agree
           2 = Agree
           3 = Neutral
           4 = Disagree
           5 = Strongly disagree
   


 1 2 3 4 5
15 I act as a role model to my staff at all times.    
16 I am concerned about all my staff as people, their needs, and
their problems.
   
17 I delegate responsibilities to my staff as far as possible.    
18 My staff can be trusted to work alone, and to make decisions
alone, without constant supervision.
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19 My staff are motivated, and energised about the future.    
20 My staff are committed to group, and organisational goals.    
21 My staff are clearly committed to excellence.    
22 My staff perceive themselves as winners.    
23 My staff share my vision for the future.    
24 I have a clear understanding of my organisation's value system.    
25 I always make decisions, and act in accordance with the
organisation’s  value system.
   
26 My staff have a good and clear understanding of, and adhere to
the value system of the organisation.
   
27 My staff have a good understanding of the needs and demands of
customers.
   
28 I run my unit(s)/ department(s) with a team of staff members who
are jointly responsible for the success of the unit(s)/
department(s).
   
29 I seek advise, and counsel from my staff as a team.    
30 I actively involve my staff in the formulation of goals, objectives,
and decision-making processes.
   
31 I run my unit(s)/ department(s) with a team of  competent staff,
who have the necessary skills, and abilities to perform their jobs
effectively.
   
32 Training is always available to staff to ensure competency, and
efficiency.
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ANNEXURE D

RESULTS RECEIVED FROM TOP AND MIDDLE MANAGERS

SECTION A
Please answer the following questions by marking the appropriate block, or
by writing your answer in the space provided.
1.  WHAT IS THE NATURE OF THE POSITION THAT YOU HOLD?
      TOP MANAGEMENT = 20%      MIDDLE MANAGEMENT = 80%
  
2.  HOW MANY UNIT(S)/ DEPARTMENT(S) ARE YOU IN CHARGE OF?
0-1         56%
1-2 11%
3-4 13%
5 and more 20%

3. HOW MANY PEOPLE REPORT TO YOU?
0-5 20%
6-10 24%
11-15 22%
16-20 4%
More than 20 29%
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4. WHAT IS YOUR HIGHEST EDUCATIONAL QUALIFICATION?
Std 8/ equivalent 0% Honours degree /
Higher diploma
4%

Std 9/ equivalent 0% Masters degree/
diploma
4%
Std 10/ equivalent 18% Doctorate/ D.Tech 0
B Degree / Diploma

73% Other (please
specify)
----------------------------
0

5.  WHAT IS YOUR AGE?
30 and younger 2%
31-40 47%
41-50 40%
and older 11%

6. HAVE YOU EVER RECEIVED TRAINING IN LEADERSHIP SKILLS?
Yes 73%
No 27%
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7.  HOW MANY YEARS EXPERIENCE DO YOU HAVE IN MANAGEMENT?
0-2 16%
3-5 36%
6-9 20%
10 and more 29%

8.  WHAT IS THE AVERAGE YEARS OF SERVICE OF YOUR
      SUBORDINATES?
0-2 4%
3-5 20%
6-9 49%
10 and more 27%

9.  DO YOU HAVE A LONG-TERM PLAN/ STRATEGY FOR YOUR UNIT(S)/
       DEPARTMENT(S)?

YES 87%
NO 13%
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10.  WHO IS RESPONSIBLE FOR MANAGING YOUR UNIT(S)/
DEPARTMENT(S)?

ONLY YOURSELF 36%
OTHER

27%
YOURSELF AND
OTHER

38%
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SECTION B

Please answer the following questions by marking the appropriate block.

KEY:  1 = Strongly agree
           2 = Agree
           3 = Neutral
           4 = Disagree
           5 = Strongly disagree

STATEMENT
agr
ee
neut
ral
disag
ree
1 I am a self-confident person. 94
%
2% 4%
2 I am self-motivated, and self-directed. 100
%
0% 0%
3 I accept and enjoy the role of leader. 93
%
2% 4%
4 I have a good and clear understanding of the goals, and
strategic plans of the organisation as a whole.
89
%
0% 11%
5 I have a good and clear understanding of my unit(s)/
department (s), and how it is performing.
93
%
0% 4%
6 I always make decisions within the broad organisational
framework.
89
%
0% 11%
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7 I have a mission, goals, and objectives for my unit(s)/
department(s), and I emphasise them.
91
%
0% 8%
8 I am able to transfer the picture of what my unit can become to
the minds of all my subordinates.
78
%
0% 22%
9 I am able to concentrate the attention of everyone in my unit on
the future vision.
76
%
0% 24%
10 I am a good listener. 94
%
2% 4%
11 I conduct regular and effective meetings with my staff. 88
%
0% 11%
12 I always make my position on key issues known to my staff. 87
%
2% 11%
13 I always provide my staff with accurate, complete, and regular
information.
88
%
0% 11%
14 My staff know where the organisation is heading, how it plans
to get there, and what it all means to them.
75
%
0% 24%
   
 KEY:  1 = Strongly agree
           2 = Agree
           3 = Neutral
           4 = Disagree
           5 = Strongly disagree
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 agr
ee
neut
ral
disag
ree
15 I act as a role model to my staff at all times. 91
%
0% 9%
16 I am concerned about all my staff as people, their needs, and
their problems.
100
%
0% 0%
17 I delegate responsibilities to my staff as far as possible. 91
%
2% 7%
18 My staff can be trusted to work alone, and to make decisions
alone, without
80
%
2% 18%
 Constant supervision.  
19 My staff are motivated, and energised about the future. 73
%
0% 27%
20 My staff are committed to group, and organisational goals. 76
%
2% 22%
21 My staff are clearly committed to excellence. 84
%
0% 16%
22 My staff perceive themselves as winners. 82
%
0% 18%
23 My staff share my vision for the future. 71
%
0% 29%
24 I have a clear understanding of my organisation's value system. 96
%
0% 4%
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25 I always make decisions, and act in accordance with the
organisation’s  value system.
91
%
0% 9%
26 My staff have a good and clear understanding of, and adhere to
the value system of the organisation.
87
%
0% 13%
27 My staff have a good understanding of the needs and demands
of customers.
93
%
0% 7%
28 I run my unit(s)/ department(s) with a team of staff members
who are jointly responsible for the success of the unit(s)/
department(s).
98
%
0% 2%
29 I seek advise, and counsel from my staff as a team. 96
%
0% 4%
30 I actively involve my staff in the formulation of goals,
objectives, and decision-making processes.
98
%
0% 2%
31 I run my unit(s)/ department(s) with a team of  competent staff,
who have the necessary skills, and abilities to perform their
jobs effectively.
87
%
2% 11%
32 Training is always available to staff to ensure competency, and
efficiency.
96
%
0% 4%
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ANNEXURE E
COVERING LETTER SENT OUT WITH QUESTIONNAIRE TO
NON-MANAGERIAL RESPONDENTS

                                                                                   November 6th  , 2000 
Dear Sir/ Madam

EVALUATION OF LEADERSHIP APPROACHES

I am studying towards my Master’s Degree in Business Administration, and am currently conducting a survey on
leadership approaches used by managers in the Private Hospitals of Afrox Healthcare.

It would be greatly appreciated if you could assist me in attaining valuable information by completing the attached
questionnaire.  The questionnaire has been prepared in such a way that it will require no more than 20 minutes to
complete.  It will be treated as strictly confidential and it would be impossible to identify you by the information you supply.

It is very important to receive every questionnaire back and I therefore urge you to return the completed questionnaire in
the enclosed envelope before the 9th of November 2000 to Ms Mandy Stevens at St George’s Hospital (Hospital
Manager’s office), or Ms Blanche Brooks at Mercantile Hospital (Nursing Manager’s office).

Should you require any further information, please contact me at 041-4012743 (work) or 082-3325324 (mobile phone).

Thank you for your co-operation.


Conrad Bosch
(Researcher)
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ANNEXURE F
QUESTIONNAIRE SENT OUT TO NON-MANAGEMENT RESPONDENTS

SECTION A
Please answer the following questions by marking the appropriate block, or
by writing your answer in the space provided.

1.  WHAT IS THE NATURE OF THE POSITION THAT YOU HOLD?
Nursing
Non-Nursing 

2.  WHAT IS YOUR HIGHEST EDUCATIONAL QUALIFICATION?
Standard 8  Honours degree /
Higher diploma

Standard 9  Masters degree/
diploma

Std 10/ equivalent  
B Degree / Diploma

 Other (please specify)
----------------------------
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3.  WHAT IS YOUR AGE?
30 and younger
31-40
41-50
and older


4.  WHAT IS YOUR AVERAGE YEARS OF SERVICE ?

0-2
3-5
6-9
and more

5.  HAVE YOU EVER RECEIVED TRAINING IN LEADERSHIP SKILLS?
Yes
No
 199
6.  IS THEIR A LONG-TERM PLAN/ STRATEGY FOR YOUR UNIT?
YES
NO


7.  WHO IS RESPONSIBLE FOR MANAGING YOUR UNIT/ DEPARTMENT?

YOUR MANAGER
ONLY

YOUR MANAGER
TOGETHER WITH
OTHER STAFF
MEMBERS

OTHER
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SECTION B

Please answer the following questions by marking the appropriate block.


KEY:  1 = Agree
           2  = Neutral
           3  = Disagree
         


STATEMENT
1
A
G
R
E
E
2
N
E
U
T
R
A
L
3
D
I
S
A
G
R
E
E
1 My manager is a self-confident person.  
2 My manager is self-motivated, and self-directed.  
3 My manager seems to accept and enjoy the role of leader.  
4 My manager has a good and clear understanding of the goals,  
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and strategic plans of our organisation as a whole.
5 My manager has a good and clear understanding of his/ her unit/
department, and how it is performing.
 
6 My manager always makes decisions within the broad framework
of the organisation.
 
7 My manager has a mission, goals, and objectives for his/ her unit/
department, and emphasise them.
 
8 My manager is able to transfer the picture of what the unit can
become to the minds of all the staff in the unit.
 
9 My manager is able to concentrate the attention of everyone in
the unit on the future vision.
 
10 My manager is a good listener.  
11 My manager conduct regular and effective meetings with all staff
in the unit.
 
12 My manager always makes his/ her position on key issues known
to all staff in the unit.
 
13 My manager always provide staff with accurate, complete, and
regular information.
 
14 I know where the organisation is heading, how  it plans to get
there, and what it all means to me.
 
 KEY:  1 = Agree
           2 = Neutral
           3 = Disagree     
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 1

A
G
R
E
E

2

N
E
U
T
R
A
L
3

D
I
S
A
G
R
E
E
15 My manager acts as a role model to staff at all times.  
16 My manager is concerned about all his/ her staff as people, their
needs, and their problems.
 
17 My manager delegates responsibilities to his/her staff as far as
possible.
 
18 My manager trusts all staff to work alone and to make decisions
alone, without constant supervision.
 
19 I am motivated and energised about the future.  
20 I am committed to group and organisational goals.  
21 I am clearly committed to excellence.  
22 I perceive myself as a winner.  
23 I share my manager’s vision for the future.  
24 My manager has a clear understanding of the organisation's  
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value system.
25 My manager always makes decisions, and act in accordance with
the value system of the organisation.
 
26 I have a good and clear understanding of, and adhere to the value
system of the organisation.
 
27 I have a good understanding of the needs and demands of
customers.
 
28 My manager runs his/ her unit/ department with a team of staff
members who are jointly responsible for the success of the unit/
department.
 
29 My manager seeks advise, and counsel from his/ her staff as a
team.
 
30 My manager actively involves all his/ her staff in the formulation
of goals, objectives, and decision-making processes.
 
31 My manager runs his unit/ department with a team of competent
staff, who have the necessary skills, and abilities to perform their
jobs effectively.
 
32 Training is always available to staff to ensure competency, and
efficiency.
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ANNEXURE G
RESULTS OF RECEIVED FROM NON-MANAGEMENT RESPONDENTS

SECTION A
Please answer the following questions by marking the appropriate block, or
by writing your answer in the space provided.


1.  WHAT IS THE NATURE OF THE POSITION THAT YOU HOLD?
Nursing 67%
Non-Nursing  33%

2.  WHAT IS YOUR HIGHEST EDUCATIONAL QUALIFICATION?
Standard 8 9% Honours degree /
Higher diploma
3%
Standard 9 10% Masters degree/
diploma

Std 10/ equivalent 51% 
B Degree / Diploma

27% Other (please
specify)
----------------------------
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3.  WHAT IS YOUR AGE?
30 and younger 39%
31-40 34%
41-50 16%
and older 11%

4.  WHAT IS YOUR AVERAGE YEARS OF SERVICE ?

0-2 21%
3-5 29%
6-9 17%
and more 33%

5.  HAVE YOU EVER RECEIVED TRAINING IN LEADERSHIP SKILLS?
Yes 36%
No 64%
6. IS THEIR A LONG-TERM PLAN/ STRATEGY FOR YOUR UNIT?
YES 71%
NO 29%
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7. WHO IS RESPONSIBLE FOR MANAGING YOUR UNIT/ DEPARTMENT?

YOUR MANAGER
ONLY
23%
YOUR MANAGER
TOGETHER WITH
OTHER STAFF
MEMBERS
76%
OTHER

1%
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SECTION B
Please answer the following questions by marking the appropriate block.
KEY:  1 = Agree
           2  = Neutral
           3  = Disagree


STATEMENT
1

A
G
R
E
E
2

N
E
U
T
R
A
L
3

D
I
S
A
G
R
E
E
1 My manager is a self-confident person. 76
%
20
%
4%
2 My manager is self-motivated, and self-directed. 84
%
11
%
5%
3 My manager seems to accept and enjoy the role of leader. 87
%
10
%
3%
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4 My manager has a good and clear understanding of the goals, and
strategic plans of our organisation as a whole.
77
%
19
%
4%
5 My manager has a good and clear understanding of his/ her unit/
department, and how it is performing.
73
%
13
%
14
%
6 My manager always makes decisions within the broad framework
of the organisation.
60
%
27
%
13
%
7 My manager has a mission, goals, and objectives for his/ her unit/
department, and emphasise them.
73
%
19
%
9%
8 My manager is able to transfer the picture of what the unit can
become to the minds of all the staff in the unit.
53
%
33
%
14
%
9 My manager is able to concentrate the attention of everyone in the
unit on the future vision.
47
%
33
%
20
%
10 My manager is a good listener. 67
%
17
%
16
%
11 My manager conduct regular and effective meetings with all staff
in the unit.
44
%
31
%
24
%
12 My manager always makes his/ her position on key issues known
to all staff in the unit.
54
%
29
%
17
%
13 My manager always provide staff with accurate, complete, and
regular information.
44
%
41
%
14
%
14 I know where the organisation is heading, how  it plans to get
there, and what it all means to me.
46
%
39
%
16
%
 209
 KEY:  1 = Agree
           2 = Neutral
           3 = Disagree     
 


 1
A
G
R
E
E

2
N
E
U
T
R
A
L
3
D
I
S
A
G
R
EE
15 My manager acts as a role model to staff at all times. 49
%
39
%
13
%
16 My manager is concerned about all his/ her staff as people, their
needs, and their problems.
60
%
26
%
14
%
17 My manager delegates responsibilities to his/her staff as far as
possible.
70
%
17
%
13
%
18 My manager trusts all staff to work alone, and to make decisions
alone, without constant supervision.
63
%
23
%
14
%
19 All staff in the unit/ department are motivated, and energised
about the future.
26
%
43
%
31
%
20 All staff in the unit/ department are committed to group, and
organisational goals.
30
%
41
%
29
%
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21 All staff in the unit/ department are clearly committed to
excellence.
36
%
44
%
20
%
22 All staff in the unit/ department perceive themselves as winners. 33
%
46
%
21
%
23 All staff in the unit/ department share our manager’s vision for the
future.
30
%
47
%
23
%
24 My manager has a clear understanding of the organisation's value
system.
67
%
29
%
4%
25 My manager always makes decisions, and act in accordance with
the value system of the organisation.
60
%
29
%
11
%
26 All staff in the unit have a good and clear understanding of, and
adhere to the value system of the organisation.
50
%
33
%
17
%
27 All staff in the unit/ department have a good understanding of the
needs and demands of customers.
74
%
21
%
4%
28 My manager runs his/ her unit/ department with a team of staff
members who are jointly responsible for the success of the unit/
department.
73
%
19
%
9%
29 My manager seeks advise and counsel from staff as a team. 50
%
36
%
14
%
30 My manager actively involves all his/ her staff in the formulation of
goals, objectives, and decision-making processes.
53
%
34
%
13
%
31 My manager runs his unit/ department with a team of competent
staff, who have the necessary skills, and abilities to perform their
70
%
20
%
10
%
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jobs effectively.
32 Training is always available to staff to ensure competency, and
efficiency.
63
%
16
%
21
%


